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1975. New pro;ec;t interns and team leaders, called COfRs members, were participants in

. four intense weeks at the University of Richmong. In scope and content the institute was
a unique résponse. Needs gave it birth, and evaluation ‘studies, project directors, and ré

. search on the. management of change’gave._ it focus. The experlence lS known .as the

. Corps Members' T{alnlng Institute (CMTI). p \ l

|
|
l
l
" The Teacher Corps congucted its flrst national tralnlng mnstituté.in the summer of l

+°

- -, The major impetus for the whole idea must be credned to third party program
evaluations, More than one of these nomted up the great need for interns to understand
the organizational features of schools. The Corwin Study in 1973 partlcularly described
how crucial it was for our teachlng teams, and particulgrly the interns, to understan\d the
implications of organizational characteristics®and realize that SL.hOOlS are somal systems.
The Marsh Study i in 1974 reinforced thispoint. .

Addntlonally pro;ect dlrectors were reportlng that Teacher Oorps interns geeded an

“esprit de corps,” a personal identification with the national program effort It also

seemed to directors that a common training session could be the most realistic.and pro-
found cross-culturat learning and living experience ever provnded by the Teacher Corps

};h Finally, the research literature on the management of change and theories on the pro-
cesses of change have important lmpllcatlons for teacher educaticn.*The Teacher Corps,
program is designed to help schools and colleges effect change. In the early history of the, .
Corps, a basic assumption ex{sted that lmerns acnng as shange agents, could reform the
schod! merely with their commitment and presence. This proved to be an unrealistic and
unproductlve assumption, We have now been L.areful 1o insist that Teacher Corps interns
al’e not, ‘and sh0ulq nat attempt to be, change agems Qur expectatlon is si;ply that they

R w:ll be the best and most hlghly qualified teachers available to the professnon not-n the
tradmonal sense as dlspeose'rs of knowledge, but as facilitators of the learning.pracess.

This new role requires more and different theory, and trdining than has been the. case
typically in teacher education. It starts, with the assumptlon that facilitating means,

. managing. Teachers myst* manage processes, prodm:ts and young peoplé ln'a of nzed -
. manner if they want and expect positive growth and change to ocgur in the fear ning  and
behavlor of their studems This,seems most accampllshagle when the school Isviewed asa |
formal organlzatlon ds a social system and the classrooms’ it _that school as subsystems, ,

This systemic approaeh (reats the c,lassroom as an organlzatlon wtthm an organlzahoﬁ—

the school. - . . e

] (XY

Prevnous teacher yalnlng programs which focused on the lndlwdual teachef learner
. tended to provide new knowledge or skills t¢ that teacher learner but ‘Hid, nQ{ have lm~
" pact for change on the school to which the teéche'r returned In many cases the teachar’s .
newy knowledge beLame a threat to teachlq’g peers’ who had not themselve; beneflted fr.om
sych training, Administrators were often ;.hreatened when the teacher attempted to im-

£

. - plement this new knowledge and skiil. We now know bow these problems <an, be

. avoided. Many of us have come to believe that fof 'the institutionalized gréwth and de- 3.
4, velopmenp of educaxlonal pgrsonnel and for Jmpact on the school the school as an or-, g
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gam,zau%r:9 15 the smallest unit of change. Snmalaﬂy then, for the institutionalized growth
and dev p\men'( of children, the classreom s the smallest urut of change,

Systems\m@ry and organizational behavior theory have an important place i the
conceptualization gf preservice and igservice education Many good and talented teachers

feel umablé to use theirJalents effectively beeause they believe the hierarchial structure of _

administrators, supervisors,-and the envnronmentql Held force known as “'the community’
have placed unwarranted constgints upon them, This sense of alienation and powerless-
ness in the finest teachers will obviQusly prove contagious. |deslistic beginners will, there-
fore, hardly be immunre, Teaeher Coms is persuaded that if schools, as social systems, are
10 be changed for the better, everyone wuh a role or investment in the education and/or
schooling of children must ‘be collaborauveTy involved 1N the thange process, If both new
and experienced teachers were®o have an opportunity “to study thé nature of oréamza

nons and the ways members interact, they might find that certain behavior charagteris-,

tics mamifested in schools ars: found in most organizations Even more importantly,

-these behaviors can be understood and dealt with, . ‘

We know. of course, that most of the scientific data on organization are found in
studies of economc and’ industrial organizations Over the pasf few years, unidersities
have conducted numerous educational organization studies 1in educational administration
for middle managers and school superintencents nitially supported through the Kellogg
Foundation Program "No one, it 'secmed, had begun to develop concepts, theoretical
formulations, and case studies for prospective and practising teachers to use 1n studying

, the school as a formal organization With the exception of the'initial work on organiza-

uon stydy done by Chris Argyris for employees, hittle else-had been developed fora role
group below’that of administrators and managers. Someone somewhere had to begin.

The Corps Member Training Institute was seen as having three gaals Fhé first was to
develop an esprit de corps among our newest members The second was o provide them
with a rich multicultural expenience The third was to Jnvolve them and their experienced
teather team leader in an acadeinic expefence desngned to opef lhelr eyes to Iheones of
ogganization, both structure and behavigr, and to the many >t;:2es of tearning and teach-'

\\| g there are. The Institute was organized 10 the two separdte graduate-level strands,

Qrganization Perspectives, and Teaching and Learniig Style Analysg This volume is the

far‘;\of a series which deals with Perspectives on Organizations

Mt would be impossible .to name everyone whu Lontnbuted 1o the Corps Member
Tralnlng\lnshtute but some capnot go without mention We must acknowledge fhe
people who had1 undue pressures on them 1o conceive, develop, and imptement the en-
tire project™p sa short 8 ime, and who amazingly did it. Ron Corwin® dnd Roy Edélfelt
were respons lg for this organization strand, Dale Lake and Matt Miles served as de5|gn
consultants, Jalky Gant, Ermuly Feistritzer, Elaine Witty. Theodore Andrews and Larry
tannoccotie, as usterieaders, brought reality and reasen out of the rhetoné

It will become obvnous to the reader that nothing of the Teachnng and LeammgG{er
Analysis Strand 15 included in this volume. |t was a separate unit with an dlmost entirely
different staff, different tedehmg philosophy, and different training materials These
materials will bé Available at 4 later date. Bruce Joyce and his assogiates, Marsha Wé?l
anqi Michael McK|bben were responSIbIe for this teaching and learning strand

Dean Floyd Waterman and Aisociafe Deans Bamby Cardenas, Roger W, w;)son and
Vergia Gambrill were responsible for the admnmstratwe and logistigal details éurmg the

: ’ - o i ' | ey
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four week CMTJ. All of these people mentioned above have the gratitude of all who
were a part of the Richmond learning community adventure

Its outcome, as revealed so far*'by the Interim Report of the G Thomas Fox Evalua-
tion, has been truly impressive, That document leaves little doubt that the instructional
process used at Richmond did develop’ a sense of community The multicuitural inter-
actions were rich, and a real esprit de corps emerged ltis also apparent that many previ-
ous assumptions about teaching and iriternship were challenged. Changes in perspective
did take place Although the follow-up study should tell us more about the impact of
the four weeks, the results already reported have more trjan confirmed their value

The Teacher Corps 1s pleased 10 have the American Associaion of Colleges for
Teacher Educetion and the Association of Teacher Educators serve as joint publishers
of this volume. Their constituencies are 1mpostant ones in any effort to:implement
Change 1n the preparation of eaucation personnel. Their effurt 1s 10 provide practitioners,
decision makers, and researchers with the 1deas and information which can become bulld
INg steps to progress “ - ) .

This voiume otters tnose wHo may share gur-concerns some of the papers, other
materials, and proc,edyres that were used to gnve corpsmembers a new perspective an
organizations Much of the value of these matggials was the estent Yo which they gener-

ated debate and interaction, both of Wh!Ch were encouraged by a group of talemed in-

. Structors

They are presented as beginnings, at least, of a response 16 a seridus rwed The two
wbsequem volumts on Perspectives on~Organ/zat/ons will focus on other aspects of the

items in areahst.c program ot teacher.draning

CMTI, Each'reinforces the singie fact that systems and organization theory a“revno IUXKV

-

‘ ﬁirector ) \
eacher Corps '
-' Algust 1976 - o /
- ' . ‘
\

’

~

Williarmi L. Snfith




among future and practicing teachers an awareness of what organizations are, how organi-

'proceuures and matenials fo be used during the institute's component on the studv of

‘compiled, edited, and prepared for publication by Theodore Andrews and Brenda L.

. on"the experience of partlclpants as a critical efement of learning, The ”Vrgnettes

.

Introduction , .

Perspectives on Organizations is a series of training publications designed to develop

’

zations affect them, and how they’ Lan deal with orgamzat:ons The materials in this series
were developed when Teacher Corps decided to include the study of organizagjons in its
1975 Corps Member Tranmng Institute. for preservnc.e and inservice teachers. At the ifvita-
tion of William L. Smith, director of Teacher Corps, we began to plan and develop the

orgamzatlons With Teacher Corps support we were responsnble for plannmg the instruc-
tional mode, ‘for selecting instructional materials, and“for mmatlnq the development of *
new, materiais which focus espetially on the un|Qué concerns new and expenenoed
teachers encounter in their roles in the organizations. iy '
So often new areas af study ,are initiated independently, by an academlcnan or by ,
practitioners. However, we worked cooperatively 1o create thns new emphasns for teacher )
training, This is NGt just another case of * ‘applied social science,’ " where a scholar Is Called
upon to apply technical skills to a probt;m defined by others, or tc lead an investigation,
Nor 1s 1t'a case of a practitioner acquainting a nalve social scientist with the facts of life.
From the beginning, this has been-a joint.venture between a teacher educator (Edelfelt)
Aand a sociologist {Corwin). We havé leatned from ong another, and we have lgarned to-.
gether. 1t 18 our, hope, indeed our conviction, that this type of collaborative effort canbe -«
successful far others as weII The concerns of teacher education and of socnology are too
mtlmately linked to remain divorced in separaté traditions. . '
The matenials and activities In_this volume were degg\ed and selected by us, and

'

*

Bryant, both of whom were instructors 1n the Corps Member Tra\nmg Institute in 1975,
James P, Steffensen, Teacher Corps, revrewed the matenals and w&rked close‘ly with the »
publication’s editors. . AN

Viewpoints for Teachers 1s the first volume In the series Perspect/yes on Organ/za-
tions. The Preface, by William L. S ith, underscores the significant qomnbutn n the
study of organizations can make to the fle}d‘ of teacher education. Part|,” Te\aching and
Learning Abo‘u} Otganizations,” conta1ns an, overvnew ratrc!nale‘for’l}he study, and in-
structional ob;ectlves Part If, "Life in Org NZBIIOHS " 15 an introduction to orgamzatlon
thepry ancﬁ(basac related concepts, Divided into two sections, Part l7rov|des the content

l

for Viewpdirits for Teachers. The subjec art Itl, “'Organizations jn Action,” telis how.
the instructors and learners might go about exploring organizational concepts. Activities
explacned in Part 11! can be used to enrich the exammatron of key concepts and to draw
Part 11l were contributed by Donald Crutcksnank professor of education at The OhIO
State University. An annotated bibliography by Theodore C. Wagenaar a sociplogist at
Miami University, appears as Appendix A. A / 7. -

It is difficult to capture in, print the enthusiasm that usefs of these materials have
expressed during their study of organizations..However, a sens'é of their mood is reflegted
in excerpts from participants’ comments, quoted m Part | “The ultimate value that comes




Ve

from a sharpened awareness of prganizations, uf course, can be assessed bettersat a later
time. Some of our own faith irkthis range potential i1s expressed in the following entry
from a journal kept by a Teacher (‘:orp‘s intern.

A sincere and relevant evaluation ?f the study of organizations can be made only at’a later
date. Its impact will be evident only as | encounter school urganizations face;to-face When |
.em actively part of the school systém, when | enter an crganizationd confhct and anempt
to effect some manner of change, | will look behind me then and say, ’That s where | was.”
And by knowing where | was, | will know where | am, . -
y »

Helping readers better understand "where | am’, and the options they have in deciding
&

“where | war 10 be”’
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_ Teachmg and Learmng
~ 07 about Organrzatlons
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RATIOI\ALE ,

The pyrpose of Perspectlves on Orgamzatlons is to help prospective and pract|c|ng
teachers become more aware of the major chatacteristics of organizatiens, and the prob-

+ lems that. result from or dre aggravated by these characteristics.,A glapce through the
Yellow Pages of any telephone directo ggest that there are nearly as many argant. .
zations as there are people. We || Have, contactwith many organrzatlons each day, arg-
cesy stores, fraterouties. corpgsations, empléyee groups, churches hospﬁals,and schools

Usually, organizations/are established )to perfor specr\fred functrons for sotiety,

Their purpose is to provige greater efficiency and coordinati r areas than in-

digduals along can agihieve. However, organnzatlons vary greatly in effectrveness goals,

forms of control, members and In the benefrcnanes of their services or products. Some

.have becorme highly, cdbmplex, others remain srmple .

Qut of necessity, all of us have adppted spme assumptions aout organizations as we ° .

,  try to_understand, prédict, control, or oth’tsrwrse cope with the problems that we often
encounter IN Our orgamzatronal roles. However we all could profit from an opportunity

. to sharpen our awargness of how organizatiohs operate and tq reexamine pur“&sumpnons
abpu* trem, Such knowledge can help us understand our roles in organlzatrOns our. in-
fluence on” organizations, and their impact on us, Sometirmes, it cap help us avoid being
the victims of organrzatnons. Moreover if an individual aspires to changg or improve an
organization, being able to analyze how it works can assist immeasurably 1 influencing
its direction, purpose, and procedures. At the same time, some study and reflection will
make 1t clear that the process of ‘organizational change is complex — so complex that
normally a grven individual can_play only a relatively modest part init.

Unfortlgna {y, teachers have had almost no férmal training in the complexities of |

5. And yet, perhaps more than othét, professionals, they must deal"with *

Bus orgahizations in the-practice of their profession. In addition, they must fun¢- .

n effectively as members of several kéy organizations — the schdol, the school system,

and ihe teacher orgam.zatron They play different roles id these organrzatldns - as profes-
Sronai employees of the school ‘dlstrict, members of staff hierarchy, and membefs of
teacher organrzatrons — and the expectatrons associated wnﬁ each of these roles are often '
‘in canflict, posing hard professnonal chorces for teachers Moreover, these roles typrcall
" have low,status in the respectwe hrerarchres for example although teaghers are autono,

+ mous In certain respects, they ‘are relatively powerless as mdlvrduals to control the key
decrsrons that are.rpade in a school Collectively, however, teachers are effectmg changes

-

. ’
»
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. Jeacher organizations, such as ‘the National Education Association (NEA) and the Amer
- ‘ican Federation of Teachers (AFT) have: exerted tonsrderable power in the last decade
Multiple maf'nbershrps status problems, and role conflrcts are not unique to teachers
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™7 they & cemmun aspects of life in prganizatj 6ns Teachers can Bétter understand these
aSpects if r%latnon to other organizational phenomena and uharauehstncs by studying the
. structure and various patterns&of behavior in organizations, that 1s, dlscrepanues between
power and authority, bqundary (fefenses recruitment and eva(ua%non organizational
change, relations with outside groups etc. For example, 11 should be useful for teachers
to reflect on what typically happens as organizations become larggr — employees becbme
nmore specnallzepd, ther autonomy Increases, and there 1s greate¢ likehhood of conflict. -
Better understanding can aiso be achieved by a comparative study of organizations, for
example, by comparing human sefvice organizations to o ations with more cancrete
products, and by comparing school organizations to othe n service groups.
* Beliefsthat the study of organizations would benefit teachers was réaffirmed in a
R major, three-year londitudinal study of the Teacher Corps.* One sngmfacam fi‘hdmg of
R that study was that those teauhz‘ ]nterns bent on reform tn schools were "relatively inef-
fecnve because they violated mpny norms 6f the existing school system. They tanlgd not
because they couldn't teach students, but because, they vlolaxed established Customs and
rudes of the organization, Corwin concludes that: , .

+

Aithough doomed to frustration, they (mterqs provided a thrust for change. But these
questions arise. Is it DOQQI&tO train people who pre passionately committed to the need for

R reform and who are calculating and patient enodgh 1o work effectively within the system?,

Can they become sophisticated about the system without losing therr zest for change? Can

N they Ieam to temper their romanticism without losing their compassnon for and optimism
concerning the chlldren?'

& )
TR ' Wilhiam Smith, director of Teacher Corps, recognized the s@flcance and valldny of
¥ these questions, ¢nd through his efforts a training program for Teacher Corps interns™
" devoted 10 the study of organizatidns was developed. This effort, the .Corps Member
. Yraining institute held in the sumgmer of 1975 at the University of Richmond, provided |
the impetus for publication of this series of training materials pevote,d 10 the study of
.organizations. '
.. The wontent and procedures included in tHi:s;and subsequent vqlumes were dgveloped
to assist persons in bullding training programs that would sharpen awareness and develdp
7~ skills in dealing with urganizations. Many of the materials and DFOLGUUFGS included were
' [ successfully used in the Teacher Corps Institute. o .
. Success ultimately depends on how teachers actually funétion in schools and comma-
e mties, and there Has nut been sufficient time to assess this. Theré 1s, however, evidence of
4 learning n the ;Otfrnal ddxly records of personal reactions, kept by interns and team
Ieaders {experienced, tepehers) duiing the Institute. The excerpts from journals illustrate
;t during the two week,, full tyme Institute. Participants, all college
agraduales, were prospegtive and experienced teachers. |

how the partlupanté fel :

Participant Awarefess of Goals | ) i | - !

Gpals of the study of organizations are to develdp an aWareness of characteristics of
urganifatmns and o understanding of how orga nzanonél phenomena 1mp|rﬁge on
teachers 1N the schoolland comniunity. Awareness wa verballzed in varidus ways by parti-*

cupantLAmong them|was 7 recognition df realism: ¥ y !

|
I .

1

) *R. G. “Gorwm Reform|and 'tyamzanona/ Sul‘v/val The Teacher Corps\bs an Instiument of Organizs-
tional fﬁanga {New York W

- S . f . I‘4 J . . 1...
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y-tnterscience, 1973) p. 379.
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. 1, came into thejteaching field idealistic, hopeful a ’::ommltted to being a partof the Lo
changg, Now. |, too, hope to derive or effeq reasonable expectatnons and a hard edt i\
realisfic approach Jo problems.  ~ 1 f f i
. . : y,/; 2 (/" M ‘ . “\
or, of complexity: / s | ) o L
. T "% . \\
, | wasn't aware of all that is mvolv ‘ln an organ&atlon. So many thlngs we've tatked |
abdut in groups | ‘'ve khown but taken for granted, nevér asked why. g ! \
) v . * * # ‘ /
or the importance of Zhalysis‘ S o
- Today'?‘hnall saw how studying !rgamzatnons will help me when | return to thé com- .

ERIC "+ .

. *
L ' ) v " & -
Lo ] i i Bl 9. o

mumty where | will work. | think Ican'better analyke satuatlons and see thmgs/rom all per-
spectives. . 2 ° .

o . ¢ ~ y
One participant admits that organizations sound dull;
. &

- My Initial feelings were "Oh, boy — organizations. It sounds dull.” !

R . All and all, these past two weeks have been any thing but dull. About,one week into the
course my brain began to pull things together, and the papers, speakers, movies, and experi-

N ences of others began to be integrated inte my own past, present, and future, At this point ot
_ | feel that | have enough k nowledge about organizations to be confident in my future. L

This shows an awareness that some things are inevitable. For another participant that
realization had a very pragctical value: L . :
. [

N “ . .
Organizgtions are a fact of, lfe! Since we’all must deal with many different types, we

s:hould know how they are structured so we win‘have that information when we need it. if
we don’t understand our own organization and our position in it, we may lose our;obs be-

M

. cause of things beyond our control. B
. . 4 v i " .
Others, perhaps more optirustic, saw possibilities for individual, choices byt recog:

‘mized the importance of thoughtful and cons{dered decisions;

a

-

4
-

We have read, heard, and spoken about many different optionsin deah'ng with organi-

e ' zations. All offered us one basic notion, Options for dealung with orgamzatmns are thare for
. us to discover,

" | have learned an awful lot, a great deal more than | now can apprecnatea The most
prominent thing is that { have not recogmzed organizations and their charactenstlcs in many

fe ! instances, * . ! N
' ' 7

Iof orgamzatno?s also generated some rejection and fear.
| | have "eallzed for [the ‘ust time that I do not 1ike organizations, |'ve never Ithought of
I ! it in this way — 1've rpgcted against an oppressive high school, avoided large, rlglp classes at
: ) college, worked exclusiyely ‘with small business (construction, farm work, informal restau-
rants) — but | have neMer thought of my betfavior as a reaction agamst orgamzations in gen-
‘ ‘ edil and now | feel cgrtain that it is. The most frightemng ‘thing for me about gettlng in-
« | volVed\ in schools 18 tri' I’ godid becdme the victim of the orgamzatrpn of worse yet, 'that |
may become insensitivil to human needs and perpetuate the system. o

\

|
o »

Awareness

.

>

¢ .

-F .
.- . And fear included apfjrehensions about the Dower ofknowle&ge “ . -,
- - Eal .

&4

1 | beljeve that '\ wledge corrupt{ ¢spec;a|ly knowledge like this which gwes usso .
: " much insight into ol jizations, power, an euthorlty. I have never taken courses thaH felt

Bl’ N I v ., o7 '
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would aid me in coercing people. | strongly believe imJetting people think their own
thoughts. | am_a little afraid of the' potenual of this new knowledge | hope t at I will put
the new knowledge to good use.

;‘ + 1 Sull another participant saw the prospect of changing the system and not becoming

4

7‘ G(.‘\‘ | A ‘ 6& Y ' I ..
AR 1,%\ i

»

t}/fe victim of an organization

“ / I have gained a clearer appreciation of the complexity ¢f organizations and realize that
"’ effective change involves understanding the power structure and jnteractions within and out-
" side the organization. I’m beginning to see how orgamzatlons shape the bqhawor of individ-
', wals and the reasons for such behavior. I'm not so quick to condemn the orgamzauo‘n nor
am | blindly accepting the status quo as being absolute. The potential for the organizatioy,
to absorb the individual is great, but an indiyidual has the ability to maintain freedom and
integrity if he or she understands how organ\rzatlons f\gnctlon THe indidual can continue
to be free and make needed changes within the system; Throygh persistence and hard work,
1 still believe organizations can be made more huma v and respons:v to the reeds of the
el people they are supposed to serve.

The study of orgamzatnons Is also designed to qu an infofmation base and profes—
sional soph|st|cat|on There were many ;ournal ntries that fillustrated that kind of
achievement., When students can verbal\oﬁze the knowledge they have acquired, the first
step in behavioral change may have taken place, The following are a few of the unsolig-
ited recordings of ideas, information, and fac.ts that participants thoaght significaht
enough to write down’ et

-
-

I feel that 1t 1s extremely important that a teacher krow his or her nights, because the
organization will not keep him informed of them for obvious reasons.

Vi

¢

: . . ~ . .? .
o ®
| learned today that being a member ofs’everal organizatidns often causes a confhct in

roles between the orgamzauons i

-

”

“ L3R /

It’s OK to be a puppet in an organization for a period of time until one builds a power
base from within and/or without so that one can promote whatever is necessary

LI

. . \
To effect change at a particular level within an organization, one must effect an in- o ,
volvement. from the level above that level nE‘ggmg change.

f - e / .

B

o - - N .
_Oiganizat'lo $ do not have to have specific goals as some theorists believe. Instead, they \

may have conflicting goals on several levels of the organization, changing goals, or iost goals.

( i 4

. i .
| Teachers are closest to §tudents in the s¢hool hierarchy and should be in the best posi-
,' tion to understand their needs, desires, and probtems. But d%spne this, teachcrs are In the \

toughest positio, (besides stuC‘\ems) to implement change.

4 b 1
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H e

f \ . .
Obvnously,\. roCess and content were, hughly integrated, and this blend is recom-
mended for anycy\we using these“materials. ; a J

.
' Z

| AL - o |




Y

‘

b

Y

E

Q " . | L
RIC : « _—
| . o el [ .
= e e

P [ . ‘ ) v
. The content-process mix is tllustrated in the use of selected,feature films, Participgnts |
reacted to this approach: i . : :

At first, } resented having to watch the movie, but when | saw it, | saw the relevance.
and was able to apply it to organization theory and what we had discussed about Organiza-

tions that morning.

: . $ ' \ o -
River Kwar."* | enjoyed looking at 1t
a group of friends disqussed the ques-

f
Monday night we saw the movte "Bridge on t
from the otflanizational perspective. After the movi

tions, and | got a lot from it. -
< In the morning we went to our cluffer meeting to discuss the movie. The coaflict

between authority and technical skills biought out tHe concept that diffefent cultures and -
organizatigns have different rules and characteristics} norms and sanctions. There, are aif- . 1.
ferent bases for authority, leadership, rank, and ,tech‘ jcat skill$, and in order to have an ef-
fective powerful organization, there must be expertisginany of those. ' s
L. | /
Case. studies were used In conjunction With S@fllms and other written materials o
stimulate thought and discussion. The effect of ;T multifaceted approach, is fustrated |

by another participant, as follows.

In the afternoon we did @ case Study which ma{e me seg how organizational porms and
xcharacteristics come (n conflict and how organizatidnal goals Iimit.perSOnal freedom. | tried
to relate those thoughts to the movle and orice more was Somehow uncomfortable with the
idea of having to sacrifice personal individual freedom in ordet to survive in an organization.

. 4 B .

The instructional setting can also be analyzed and studied where possible, as one
example of an organization. Suggestlonstfora mode of instruction, which the authors and
editors of these materials have usgd and strongly endorse, are included in Part 11, Sectron
2 AWhat Are Organizations Like?, o .

Participant reactions supported our initial ideas: . , .

The last two weeks have been meaningful. This 1s the first time that } have been with a
group of people of all races, colors, an creeds interacting-together.

POR
.

Before cOming to this institute § didn’t express myself verbally in groups, but | thank
this experience for helping me to open u and express myself in groups. The uneasy feeling

isgone.
. b

JE N 3 . - - o 3

\ ¢

. Meetmg'and talking with peopie of different backgrounds, both educatiohally and cut-
turally, 1s protjably one of the best_learning experiences. . .

I p e =

-
* | feel comfortable avith my group, my cluster, with the whale organization. This is
unusua} for me. | don't make friends easily. ! .
* - \ s + hd
) .." -

v
1 1

e Without a doubt the most beneficia) part of these first two weeks has been the oppor-
turiity to Intefact with people from man different éthnic backgrounds, I'm surprised at the

|
' t
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number of informal discussions I've been in, in wh»ch the topic of Prga as been
debated, argudd, and thrashed’aboutw . '
"An experiencedN\eacher reacts: ST . \
w . .

. ]

It is very impoftant to interact with other people and to really discuss these concepts, |
can honestly say that | Jearned many characgensncs concents, and definitions of organiza-
+ tiongl theory. | have taken many administration ar\d superwsaOn courses where organiza-
tional theory was dealt with, but | have never, grasped the cancepts as well as | have here, |
think that this is due mainly to the small gf‘oup activities we have had, My experience has
always been a lectute kind of situation Where we never had much, ,0pportunity to discuss and
lnteroct with the people In the class. Some of the attivitigs we had were very effective in
that we were actually expenericing processes of organizational theory. For example we got
, into triads to answer questions, and in an‘ptﬁe»‘ acnvxty we hag to put ourselves in a print
/‘ cipal’s position andbecome/the belpee. ;‘ e o R }

, 5

-

' A final reaction epito |ze$ the conwcuon of many parucnpams and all the staf? in-
Vdived in the Institute and refte?atgs a c;ommumg nagging question of all te chers and

.

/ gtudems wili |app|y what | have Ieamedﬁ Lo , e

L b

A sm e and relevant evaluation of’ the stuqy of orgamzatlons can be made o ly ata -
later date. }ts impact will be evident only as ) encounter school organizations face-to-face.
When | am, actively part of the school system, when | enter dn organizationat conf ict f’md
attempt to effect some manner of qhang\a, 1 -will look behind me then and say "“That's
where | was.” And by knowing where | was,. | w»IIJgnow where | am,
INSTRUCTIONAL MODE- .- '

The instructional mode used during the Corps Member Training Institute was impor-
tantin ensuring the effectveness of the materials and the favorable responses of parucr.
pants. Suggestions for the mode and toueof instruction foliow

1. Instruction should pccur ig small groups. 1deally partiuipants.should be organized in .
basic discussion groups of about 10 members.with one Iinstructor for each group. Dnver-
sity of background among group members and instructors is highly desirable, Instructors
should be flexible and vary, the program to meet the demands of an evolvmg instructional
process, :

2 " Instruction should g/l/e attent/on to the needs and interests of part:c:pants. The back-
grounds and levels 6f sophistication oﬁpartuup*ams should be assessed prior to, or at the

first meeting, so that planning and grouping I1s responsive to the dnversny and needs of

participants, .

3. Instructional expectat/ons “should be made. public. Paruupams should receive state-
ments of training godls and ob;ectnves. how those goals and objectives will be achieved,
and indicators of how the'participants will be eyaluated. .

4. Instruction should proyide for intensive involvement of participants, Speidl effort
shoutd be made to select Lase studies, papers, vignettes, readings. abstracts, and films that
are particularly suited to paruapan(s who are preseryice or inservice teachers. Small
group discussion should be planned 1a gIve every pamupant an active part in establishing |
a rationale, making choices and deusions, and testing principles and (heor|e§|nherem n
different kinds of organizations, * ) ' ’ -

5. Instruction should capitalize on the temporary so’mety created by the group ltse/f
Charac(erisues of the group. as ilfustrated m’ Its governance and its social and work
problems, may be used for ana}ysls and diagnosis, prq\udmg a real situation with which
mdNndua $andgroups can deal, :

f
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& Instruction shéuld deal with proéess problems and skills as part of /nstructltfa How
and why people behave in certain ways 1n an organlzauon 1s part of Jearning about or
ganizations., As approprigte, partrcrpants should use illustrations of their own behawior

\t analyze why parlucular progress or achievement by a group has or has not been made.
Insrruct/on shéuld engage partrcrpants directly with problems of analysis, diagnosis,
,‘and c\?ip/ce In part, this point reiferates numbers 4 and 5. In addition, participants should
have Instructoss and, speakers rr‘/terpogate and discuss field experiences, role playing sit-
uatiops, and other experiences, In all of these actrvmes the purpose.s to deal directly
and personally with how effegtively one can work through a problem In a Jogical, rational
way. o -

8 /nsrrucr/on should prowp'a a variety of activities. Engaging the interest of people in

studying urgannzatrons 15 not easy. A.variety of activities enriches the training sessron for

. example case. studies, film and vignette analysis, field based study of various orgamza-
i ' tions, independent study, re dmgs and films which are appropriate for use in g/roups of
various sizes. <ol '

9. /nsrrucnon should include close gurdance monitoring, and evsluation of partici-
pants. . The instructor participant ratio should allow some one-to-one contact, providing
opportunities to distuss how the goals of the program fit those of the individual and to
negotiate modifications when possible,, Such’ modifications, of course, be\.omle a métterI
of recoid and provide some data for program evaluation. The instructor’s regponsibility |
for evaluation is continuous and should be done cooperatively with participants.

. 10. Instruction should respect the status of afl participants. Although all partrcrpants*

{and mstructors as well) are learners; each participant presumably has a different status

based un hissur her competence, experience, and power position. This is especially true f

a group contains.both preservice gnd inservice teachers. Each person’s place in the

¢ hierarchy should be recognized and respected

. We recognize that these 10 points are appropriate to study i1n any field and all to
often .are unattainable for one or more ges:ons Yet a large part of the success of the

Corps Membeér Training Institute was attributable to a continuous effort to follow these
principles, Each person using this material Yor msgruu.tronal purposes will need to decide
how best to pre,sent the cuncepts based om ever chahging tradeoffs amorg the instructors’
" skills, the learners’ needs, ans the admiristrative sup%ort systems, .

P . ¢

k]

- "GOALS AND OBJECTIVES
L4 5 “ I
The instructional setting déscribed above and the materials contained in Parts |l and ‘
1l of thas bouk work together, enablmg participants ta' achieve certain goals and objec-
, tives. The goals and ubjectives are shared wrth pa?trcrpants so that everyone is aware of
the purposes for studymg organizations. “
The overall goal of Perspectives on Organ/zat/ons is to . l
e Develop an awareness of the characteristics and, functions of organizations, .
and of how organizations and individua!s influence each other. |
IThe program designed to help participants reach this goal includes instruction to
e  Enable participants to identify problems that result from or are aggravated by \
. !‘

+

some charactenstlcs of organiZations.
®  Provide partlapams with skills, er\abllng thém to analyze organizations and ‘ i
organizational problems. | “\

o Build participant interest in conthmg mdependem study of organizations
.. in the futlre. )

ERIC . ' -
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When they have completed the program, participants should be able to demonstrate
{through analysis and discussipn of organizations) that they have

e An Lmderstanding of why it is important to study organizations.
e A knowledge of seme of the complexities resujting from membership in

-"1 organizations. C .
s The ability to define organizations, social systems bureaucracy, organization
‘theory.
. - An awareness of app'roaches used to study organizations. "

*e.  An awareness of some key features of organizations. .
¢ An understandmg of how the various functions of organizatigns are coordinated.

o An awareness of models that'are useful for analyzing organizations.

. Theabtllty\to classify organizations according to typology.

e An understandmg of how the social environment might affect the organization,

. ¢ A knowledge of strategies for cbping in organgnons.

» I )

These, and perhaps other objectives that pamupfmts will identify for themse;bes
should be achieved as study proceeds PartiLipants and instructors will frequently want to
refer back to these objecuves to assess progress. The materials and actwmes designed to
| helpjc,hle\(e the objectives are contained in Parts 11 ancf T, , -
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Part Il

Iy

Life in Organizations

|
Life in ‘Organizations was written by Ronald” G. Corwin and Roy A. €delfelt. On-
ented to prospective and practiuing teachers, it provides a general overview for the study
0 orgam‘zatlons The major concepts discussed 1n this part are listed 1n the chart at the
t1eg|nning of Part itl. .
This part 1s divided into two sections to aid participants and nstructors in their,
ading ‘and discussion. The first section, "Why Study Organizations?”, “eontains aration-
fe for the study-ef Grganizations by teachers and others, some definitions, and an intro-
uction to theories of and approaches to the study of organizations The second section,
. - I'"What Are Organizations Like?", provides further, more detalled information useful for
nalyzifg organizations
, Participants and instructgys may find it helpful to read and reread this part of the
book as they work through fhe activities contained 1n Part 11, As terms and concgpts
appear In the various activiiés, the reader will find"Life in Organgtlons a heipfu) refer-
jence The paragraphs ar umbered and the Loncepts contained iny those paragraphs are
. keyed to each of the instructional actvities (See activities Tist on first page of. Part 11 {
Pamcnpants and Instructors are encouraged to use these and other acuvm(/they wil

" develop to examine tHe contents of Part {1 tn depth. .

+ v

‘Section 1

1

4

Why Study Orgén'izations?

4 " | ) t‘ \ .
Roy A. Edelfelt Ronald G. Corwin / ‘
: ‘ . ; 4 . ' ’
A . " /’ L 4
~ WHZ STUDIES ORGANIZATIONS? -
uch has been written about ofganizations, but authors usually either take a de- 1.'

. tached view or address themselves to administrators or people 1n positions of authority
. (Haas and Drabeck, 1973, Lane, Corwin, and Monahan, 1967). Consequently, scholars
have been preoccupied either with \ éstract theories or with probtems of management
and supervision, They seldom have \i/rmen for lower echelan®people like factory work-
ers, clerks, teachers, or social workels. The reasons are understandable. Cpnsultant» "
writers are usually hifed by, admlmstrb ors, and most Lollege courses on this subject serve
administrative training programs, whlle the few remaining courses are offered in academic
departments with no special allegnanc s. As a result, administrators probably have an
advantage over employees. We find this situation erﬂ\C For, as one of the first socual

Aruitoxt provided by Eic

S / - }

Vs ’ g . |
' (] ! l
’ *Certain paragraphs are.numbered for use withithe chart in Part'ilt, p 47. , R
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scientists 10 can attenuon to the ovérsrght has concluded 4Argyr|s 1957}, mogy human
problems organlzatrons inadvértently arrse because of the way work roles have been
desrgned for people in subordinate posmon_s In addition to this practical need to solve
some hyman problems, which Argyrrs has stressed, there has beeh a tread toward the
democranc action 6f organizations, which also requires employees to0 becorme more
50phrst|cated about organnzatrons{ We'sense that lower echelon professional¥'are behin-
ning to recognize that organization theory Can be as useful to them as to therr employers
Jndeed, many’ progressive admiqiistrators rnay prefer workers who are capable of makrng
more informed judgments about their organizations. . / . -

In sum, we are convinced tﬁ\at if.the study of organlzatrons is worthy and~useful .

enough to be included in trarnmg programs for adminustsators, of businesses, h05pntals
and school systems, 1t certainly also ought tq ke helpful to alf members of orgamizations.

"Of course, each of us encotinters many orgamzanons as citizens as well as employ-;

ees Wa can atl profit from learning to, deaL more effectively with arganizations such as
banks \restaurants department stores, national foed chains, churches, welfare agencies,
tennis clubs, funeral homes, and jals, as Well as our places of work. Much of our Iiet
style including even our recreauon depends on how we are treated by members, of.these
or, nrzauons and, in turn, hov&wedeal with them, So, weshall:ansesome questions, not

.. wnth the primary intention of provndrr)g the,answers, but with the hole of busiding aware-

'

¢6 *

and arqusing nterest and the desire io deal moic dehberatety with organizations,
aj“f

rrst let US confronta basic Issue * te r .
A f‘:
* WHY STUDY ORGANIZATIONS71 o L
Becaug each of us betongs to many onganlzatrons Is it reasonapfe to assume that we

frpm ‘expdrience?. Do kflowledge and theory of orgamzauohs have 'anythrng to offer be-

yond trargslgting what we know into ;argon? These are *anr questions, We are all assaulted
b.y kndwledge Huckste:s—professors teachers, libarsans, and advertusers —try to convmce
, s that ynless' ‘we assnmllate the squect théy are, pushing, wg will deprnve oufselves of last-
mg beau y., fun, wrsdom oF Worse, ln‘tome So unless one is convmcednhat 1S at least
as impaftant to_understand orgamzat»ons as h 1s to understdnd baseball -bankmg mves‘t-‘
ment, gfowing roses, a foreign |ahguage, or our herrtage 71 isn tworth proteeding,

Iated reasons why studyng organiZations mcght be of someiuse. - o

The AHA' Feelmg The First Reason for Studymg Orgamzatro\s

First, let us start by assuming that organrz tions are 2 baSIC part of everyohe\s exrst- .

.ence. The problems they’ frequently.pose for indlyiduals have been dramatized in modern
novels IR, whrch the hero is often portrayed 43 an employee The drlemma.posed n
I-\erman ouk's The Ca/ne Mutlny (1%‘51) is tyblcal  the emplpyee ought to have the

pbw enough ahout them? What ¢an fur{her study add to what,we have Iearned

us think abeut it In the foJlowm{; drscussro‘n wé shall try.1e rdentnfy at least .

L ht to. as owr‘v integrity, *buf, bureaucracy erodes his responsobm:y and cornpromrses e

-

" Butgven if vge did not have to -ope danly with zens df organnzauons they would'
pe releyaht to our, Irves In th)é way that ;he stars are e)evar\t—es part of our social uni-
v srfape our® berspectlves Whether one is a teaot;pr nursg, salespersOn or factory

4

-

o be fully effective ooem st frrsﬁ:eéh interesking person wuth a, brOad perspec~ ,
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* Perhaps because organizatigns are so fmmuar 16 us, we are often tempted to dlsmlss
rafl, but the most practical .nforfation about them as irrelevant We probably would not
dream of demanding qu:te the same degree of relevance or practncah;y when we study art,
erature, or many other scientific fields. For most “practical”” putposes, what diffgrence *
5L make whewher or not tHe earth is the wenter of the universe?. .whether the world
. is tlat, or round/’, . whether there is B law of grawity, or not” For centuries, pe0p1e were
.able to et alor)g using faulty assumptnohs about these matters And yet In a larger, philo- i
““"““s‘(ﬁ‘pmcahéeﬂ w.as.n,m,gg,pvej‘ of a new {ruth has been mind-shattering We have learned
. that we, as fluman beings, ?r not e center of the universe, and although this aware-’
ness has crqateg an identity IFpss, J\ has, also forced us to think dlfferemly of ourselves
and our world. . ; ¢ oo . /
- We doubt that. the stufly, of érganizations has yet p;odJce,d so dramatic g break
through in perspective, buk we are e:onvma.ed that 1f weuwef'e to view organizations
with the same,_ detachmem as scientists have vuewed astronomy, T blotogy, or geography,
-our perSpeumes on the world would be enlarged and immensely enriched. ®Perhaps we
can sllustrate. Many peopleLseem to'starg wnh the assumption that organizations are ne
rmore than groups of people, and Iherefure people afe the soarces of the problems For
"Instance, when lower-cldss chnrdren are miStreated n s«.hools, It 1$ po ular to placethe *
plame on the persunal biases of "middle-class teachers™’ But that is to% sunple People.‘;
attitudes and actions are also shaped Ihe organizationg they belong to, that'i§, by the'
;. demands and circumstancés of therr. JObS Many of*the problems in low ihcome §chools
" anse because of the fact t at many, orgamzatfonal nprms - such as guncxuahty dependa-
bihity, respectsfor peo;jle n authority, nonagresstoh and the hké—conflicy with the life-
styles of many lowerﬂtla s Lhildren (Corwirt, J%,QL Replacing the téachers might help
but 1t ‘'would not $olves ;'{D basic problem, By 1th® sametokah, teachers éannot take full
" credit, when people aré freated fairly, because pracncesrsueh as ynerit examinatops,
p'tomotlon on’ the basns of Lompeténee or senlomypotyecfvny“, ang the hke— F\ave
evolved 1 the name of effluemy as welf as gémocracy. The waygpéople behave 1s often,
determinad by the criterip used to evaluste, thém If prey0dicéd xeachers are lik€ly to be’
" firgd tor expressing their beliets, they WIIIebe less Ilkely to exprass those behefs Similarty’
if a public thug lj school.program is 4udggtl & rfoqudny‘graduat S areadn’mted to college
xeat.hBrs and 4 mnﬁnstrdxors will pwbabx sper)d more time wnh chnld~r‘én~|n the ‘t;ol!ege
curricufum than with th&e n the vocat|0nal-program T A v
. Tp deve‘op‘a Brodd perspective, knowledge 15 néeded 2 out many ¥ypes of 6rgan|za~
tions iHeydebrand‘ 197.8) There ate several reagons for' sayny this, One Ix that each pf us
belonys to many tyyes ¢f orgamzdtnons and we.will jaw still other organizations in tf}e .
‘. future Even yf one s ;iieparmg forta speufau vdeaion, such as soclal vyorker tea(:her or
nirge, evehituglly Qne may leqve this jOb to qo.mto‘ dn}mlsxfanon pnvate pozxzme of.
. another career It"would therefore be shortsnghxed to coneentrate tQ0 narr’cww on any
. perticular type of job of organization . RO Ct T
\ \ , We betieve studyu’;g o variety of organizations will "help us gam perspeulve arld be ‘t ‘
-cqme yriore awe[e ot the many ways in which “tHey can be orgdmzed '§omet|mes thg'
. solulions that ?\’ve been fuund (n une type of oryanizatidn cdn Y adlaptéd to others »
. : Peoplé why are reuu.ypned with only one type of orqamza‘uoh miss tHe breadth of pers
. spective thaf. t.urne; fromat omparafwe appruach ¢ We tend to take (or granted the charac |
| lenistics of the o?ganmatnun that we dr&ﬁamrﬂar with, we vLew themjn givens (ather‘than ‘-
:3 " as vapables that l'mgm be altered to aunevednf'ferenb effpa.ts Eon gxan ple, in m_ostfpu'bllc
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dents choose the teachers. to whom they are assrgned This system of arbitrary assign-
ments has been largely taken for granted. But" why 1s this practice s common’ What
would happen if the systerm were changed . if students could openly nego\uate for their ,
teachers and teachers for their students? We seldom "ask such guastions (A few s«.hools \
are experimenting along these lines ) * i g

«

. . ~ N . 1 0

The Practical Valu‘e-oflmpractlcal Knowledge: - - = - g
eASeeond-ReasonfarSiudying Organizations.. v o7 T

The study of organizations an Llsq be useful,in proyiding perspectrve Baslc lenowl .
edge and understanding can be likened to frnanual capital, there to be dfawn upan as
the [need arises, even f we dre not sure how 1t will be used Ba\z\ac knowledgé €an be
d for a variety of unforeseen’circumstances, and for this réason, it 1s ultimately |
mofe usefu] to an adept person than more immediately useful mformalrorf, suoh as |
pescriptions fof' coping with specific, very restricted types of problems. - ;
Ea«.h of us has ideas about how organizations operate, based,on the street knowl
dge”" of personal experiepces We have tried to cash a chéck on an outaof town bank ‘f'
, orftried to register at a hotel when the. cierk has no re«.ord of the reservatron or triedto
q lify for a welfare servige, qr #ried to locate g medrcal specialist familiar With a unmue
s medical problem When we confront these kinds of problems e are for«.ed o use so €
“theory” about how the organlzatron operates in order to deal with 1t So the questgni
« s not whel»her theories. ofl,orgdnlzcmons are usefu/, we use them every day. The Quest n
lswhether WE Can iIrprove pur theories bv studying and thinking about orgamazations,
Someumes 'dur condlysions turn out 1o, be very srmple 'rf not naive, For examgle, t el
» clerk '8 fool Or worse, nsy«.hopath t e manager takes bribes, the orgaanatron g .
spoﬁds only to force (or shoutrngl or the EUSIOMPr Nas.o reqourse buttq a«.cept his ’
her fate We have talked, wnth peoBle who seem (o have sumé r'ather shortsrghted vig s \

.
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askeq to identify’ the source of sdffe of the, problems in.her school, She said thet was nqt:
nffrc.ult all of them could be attulguted 10'the prnnupal He was enlorcrng some rulds 10
',rgrdly like the umes tea(.hers should be.in the burldlng, restrictions concerning n0l5¢ |
e burldnng and studems‘rn “the hallways during «.lasses He’refused to modrfy decisib
egardlng the @ssigniment uf qides tb teachers and the assrgnrﬁent of teachers, to patrol or
all duty As we talked llowever 1t became. evrdem that the prlnupal was respond‘r
edsures frém the supenntendent’s offe and from d group of uityzens per whdm(i
ontrol Furthermore, therre were no formal «.haﬂr)els thkough which the teaqher |
ould (.ommunr«.ate, the sertousness of hel individual «.oncerns and*for a variety of rea- l
_pons, she did not’ Iry to use collective power, Bven if i prmcrpal hag] })een replaged, 1t .
robdbly would not have made hadlh drffet‘enoe an thrs sitdation, Yet that was\essenuall\ﬁ S
this teacher’s, unly bropos‘al Of wqurse, syme individuals. dre already more sophitsticated "

about organiZations than athers, there, s no'snnple starting point! except to. assbme i |

! that éach of us probably c-an‘benefr I\ sllarmg the wigdors of others l - :

. | [ . . . ' . \\\1 .

} Helpful Hints tq Almost Any neit o . [ RN
l A Third easpn for Studym Organrzatrons, yooroe T Lo

15 alrs rcally‘ o\f codrse, we lxnow that for some peor}‘e nerther ph»losophrcal erit
nor lopg rgnge utl\lrty 1s enough to justify ta'ltmg time 1 study orgamzatrons We algb
~ “an arqument for those people E'mploy‘ees’bften Iose., theruobs, or- get passed
o \ " . . 0 EY o

;"-G- [ 14 el 8
. )

3
Py
"

e ‘ |
RIC 23 . s o
- e A .
i ¢ re -~ -
- T e s & . LR Y [
- AN o g " . . i he R | F]




[ Q
‘ «
« / . L . S e
promotion time, because they do not fully understand their orgarization. Schoo! teach ’
< .ng is a gogd example. Teachers more frequently lase their jobs because they fail to con:

, - form to or deal with certain rules, such as being punctual, keeping accurate records, main
taining dlSupIrrTé or getting along. with the adiministration dndlthe patents, than because
they are incompetent as teachers of aparticular area of study | ' - .
. We do not mean to impiy that e loyees should merely u,onform Anndividual hag ¢
P the right, sometimes the obligatiorf, to take 1ssué, even tu deliberately choose to sacrifice
-4 job rather than give up his or her owrtypersonal velues. l—Zjowever we believe that In | “

.

P

many cases people make poor choices uni cessarrly, there Jare often. alternatives that
could have been chosen if the situation had been fully analy’ze

Most training programs ignore the develgpmem of oranrzatronal' skills and stress 44
only the .hmjted technical skills related to the job Because the full social context in
whu,h-tramefes eventually. will work is ignored, novices often experlenée a ""reality shock”
¢ . Toon after they take their first job (Corwin, Taves, and Maas, 196.1). They become disil-

. usioned with. their training because it ‘did not provide gurdance in helping thﬁm to cope Lk ’j
I y_flth or even anticipate, Inconsistent demands they encountefed . N
"I We balieve that new, and even experienced, teachers could use, this kind of‘llelp
But some of the teachers we have talked with are not so sure, Their prymary satisfac-

4 tions come from working with childien tn. the classrogm or from their subject-matter
l specialty. In the classrooin with the door shut the rest of the school system seems re-
mote, 1f not actually irrelevant So why think abgput the larger system? Only what goes
in. the classroom 1s important. Or so }t seems But this attitude ts ultlmaLely unrealls—
. trc. Teachers must be different with different people. In fact,.to, operate as a fully func-
tronmg protessional, the teacher must assufme, several roles, teachrng stydents/is )USt one
ofl them In additiun to beiny the teacher of students, the teacher |s also’d jrember of a
faculty, a member of a staff hierarchy, @ haison with parents and the commuplty a mem
ber of a teacher orgamzatlon and a member of the teachmg pjofessmn, )
Legitimizing at least these roles seems essential 1f the teacher i’ o qualify as a pro- 44 °
L fessronal worker. All these roles contribute In_some way, dlrectly or indirectly, to the >
gentral function of teaching hefping students learn. But they. also have professional and
olganlzatlonal drmel:Eons‘ distinct from the role of ,teacher of students For example,*

Y

oo

Y

£, in the teacher’s role aj a member of a staff Hlerarc,hyn there are relatlonshrps with subordi
nates that must be managed simoothly and effeetlvely the teacher 15 on the onse,hand a
nanager’ or legder of l\eacher aides, c,lerks, ano‘ other support slaff but he or she 1s also
S * dependent on the dlréctron and deusruns of a principd! and superintendent At the same
' ume that the teacher dedl$ with a hierarchical adminystrative re at[lonshrp hé or she must
... alsodarry on professlonal interactran, as a particylar ikind of expén which requires quite ’
different relatronsllrps ith peers and other levels of the huerarchy v '
‘In additian tulund rstanding individual rules int eorganlzatlon the individual needs o ’
. 1o ynderstand thal’. the orgamza}lpn may. provrde protection. How far gan the teacher go
“In thé. clgssroom wnthctlt the aid of the ldrger organi ation? Teachers have tradrtlonally
. relied on the prmupel r gther admunistrators, to de"fe d them:from a variety of préssures
v . angd mnfldences, such ag the critiyisms, of pareﬁts seeking to SWITCtLl Johnny o ‘another
teac . 10 have hls grade revised; or to get,him A the uhool play nd wheh all else alls
= the ‘ ly child can b expelled Evén the most d«, dent tea l‘Eer relies on ass{stance
L from te’am of people+peers, subordinates, and s cl&irﬁate&s ch ds reading spf
. sts, Ol\selors aides, st'udent teachers, the school s cratary ard fthe custodians lcreas.
wlngly hi(n problems I teachln? stem[from the Iarger system, fjeachers are re lng on
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/ are ‘some alternatives to being a member of d large Euﬂe organizataon,

*among themselves in trade assaclations, professmnal brgamzatluns uooperatlves and the |
- like, and In any. event, they Jnust deal with Iarge scale organizations which supply materi-

“individual’s allégaanues will be spht amohg the various o’fganlzauon to which he o

,LOﬂﬂlLllng pressureS‘frum différent orgamzauons Fotexample the ofertime deman s On

" pectation Wil ‘aut ma ocally |olatea ther SHmetimes {h

;o N ' R = )
Swl o 5 )

-

thelr teachers organization to protect ther& g

These claims may seem exaggerated . We are not, of uourse promising that knowing 7,
about organizations Is a panacea, that 1t guarantees doing a bener job_ There 15 no guaran-
tee, and we are suspicioys of such claims. But knowledge about organizations will not
hurt either. And it might help. . ‘ d .

o v R

DOES A PERSON HAVE ANY ALTE RNATIVE
" TO BECOMING PART OF ORGANIZATIONS7

The Robinson Crus‘oeDream , \ v x , 1 .,

Il one sense everyohe must beome paYt ef.orgamzauons and hehce must “con-

1" But the answer is obvieusly more uor‘nphcaled than that. In thefirst place, there
dne‘mght go Into

small busmess farming, private consulting, tutormg,iarts and crafts, et¢ However, there

for

are relatnve&.few o;cupatqons itke this, so mbst of §s will end up as employees of large
orgamzatlons Moreoever, evén people In these indépendent occupations oflen affiliate

als, buy theu p(oducts fiense them, handle édverdsmg pr legal problems and so on,

{This of coursé does not mean that the pbb]ems of céping with ar organization are the

sosﬁe *or an outsider as for a membet, for ¢he ofrganizagion has more sanctions over mem I

be.rs who, pemg more c.ommuHed’ to it, wannot chang orgémzauons as ea5|ly ) However

even. the erpendem entrépreneur 19 usually depen ent upon orgamzallons for his liveli-

hOod and’ must conform in Sorrie sense o galn therr/swpport and sanction,
. o v .

- 'S .

The Oversoclallzqd View of PeOpIe .
But let us focus oh the indiaidual who 1s amemberff&large rganization. Even e

.

or she does nqt, ahd in fact probably capnot, commig f lly to it Ih the first placa‘, the
r stfe
belongs, such as civic Llubs, churches, professional organizations, pdlitical parfies, jabor

unions, and nelghbp(hood gfoups As a result someumes he or sh will be trapped by ”

a factory wokker rﬂoght force vancellation of & ‘place onithe bowling team, or a Iabor / ‘
urion strike will forke a chouwe »between rossmg the p|cket line or loding income and the |
gogd will of the anagemem But nt 1s precisely these, ehomes that give the ndiwidual ‘
some eom[ol over h s-9r her life The mare meonsmenu&( in the systerh the more discre:

tion lhat we. ds ing iduals will hgve i Roosing among the dyfferent SFmand mdde oh l
us, one set of ngrm$ Lan be used as a defense agalnst othe At thelsame tirhe, mcon‘{ |
sistency prOWdL{IH organtzation wnh dy dlterndtives w én Jt mus a@apt 0 new un ‘
eumstamesI it ean simply change, emp 1s The, netreffect 1s™that th ove( ocialized”!

view of pepple *which portrays modem N and w/aman as mere confofmists, pgnores the\
varuety of standardst whnch mdlwduals ¢hoose téy conform. .o \ /

A

~—

\ . ‘e {

¢

DevnanceasConfo bmtyg e .’ / | ’ \ ,:‘ SR

. Weare begmmng o tos.\ch on the mplexmeslof\hfe in organizatibns. Eauh fusis
_trapped by a variety of stressés and Lo peting s’tram that dre J]nherenH the §truut\:re Qf
many orgamzauon We afte flhd ourgelves In snuainon%m which cont r 4hd to one ex-

d nc«ms th selves are u’éton
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sistent, and sometimes there Is disagreement or gmbguity among the members about

what the norms are. Often, xhe~person IS snmultaneog]sly involved in multiple roles as an

gmployee, citizen, parem,'and the like, with no ,clear bfug:pnm for what action to take
_an a particular situation Findlly, we are all canfronted with an overload because too
much time or energy or skl 1s being demanded ot us.,Gwven these 1ule conflicts, we can-
nbt always “‘conform™ to every narim, and on the surface 1t may seem’that a person Is
Leing. "deviant’”’ or "'dbstinate "' Qn clpser inspection, however, wa find that the personis
probably conforming to some alternatg norm. BN L -
. #Teachers are fessional emplpyees and are often confron‘t\égi wnb _conflicuing
choices between their profe\s&bnal nd their employee roles. Their §tatus gs employees,
where influence Is based on positign, is part of a strong fradition based an local control
Jover educaters It is‘(emforcedun/ he more recent growth of complex s hobl systems that
‘employ a high degreg of administrative controt for the sake of t’,oordm ton At the same
time, aspiration to aghieve professiohal status, where, influence 1s based on gechnical ex-
pertise, points teachgrs in @]w e another direction. Professionals want to ga%: more.con-

-

rol over their work (Corw»;, 1967). For decades, teachers have subscribed to the idea
that they have professional ubligations, such as professional preparation and reading on

their own time, and now rhany teachers also want professional rights, su FS the right

3

tu select their own t'éfan,hmg strategy and materials Membership 1n a teachef prganization

to promote_or proxgct professuoxjdllsm and réwards creates another conflict for teachers, «

sometines forging choiees among what a teacher does as an individual, as dn empjoyee of

a"scho?)tdy/(:t,and_ '8 member of-s-teacher grganization V] .-

” ' Wha} then, is 1b be the fate of a teacher vy_ho 15 guilty of “msubocd;nation" for ,e
attempling to protect students froin a textbook or curniculum gund% that he or she be-
leves would be ineffective or even detrimental to the students? Hogw will an otherwise
wompetent teacher who leaves the building early be treated? The ansyvers to these ques ' |
tiong decide careers (Corwnn,é‘lQGS)w - - . s !

n this corinection, one

tudy compared s;hool employees, policg officers, a/werf,z,,‘
fare ‘workers on the degiee to which each group stressed its professio a! and itsemploy
ee rblesf?egbogyl 1964), The e;lem/amary school teachers attached mbye | portance to
the professional basis pt §h‘,e|rl‘ authority than the other two groups dgd r;Ye . the teachers’,

. typichl resttion ta*confligt was to acguiesce to the demands of their em%to_yée%oles. That

. reactivn was par.mularly f‘,hérawteusm of the less experienced members in the ‘,mple.
| ‘ . | f, : . '_/ “’1//‘, o b /1
- ; , P L L
. 'WHAT ISTHIS THING CALLED ORGANIZATION?- [
We héyerpeer} talking blithely about orgamzdtnowns as though we,‘aH Know vyhat tl’g&iy 2
arer‘We.probany do, in generd terms BU(/-II would help to agree gn a precise defimtion
so that we ale Clear about wherp our dseussion applies and wherz'lt( does not. There are "
| mdny yray areas For instangg, how does an orgaﬁnza(lonlffer frém a group? Are neigh |
‘\borhcpd play grdups or work groups organizations? Is'g family an org:fmizanon? fsa
- bureaucracy an organization? ’ Y Y Ve T : \
b ' N . [N M . i 3
| - . LIS !
“-:‘""‘ e, " x l“ .~
A Simple Defmt\uon ) o Lot .o \
/ |
\
b
Nd domplex souial system “iaas and Drabeck, 1 173). A for al brganizatian is ong that . !
has been dehbe_rdtel& estahished (Blau, 1968). We wyll be'uoqberqed here prlmarllijnh_ "
formg organiiatlons,\‘Now, ‘consider an example. ‘ I v .

! R § \ b + :
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Let s begin with this smplebefmmon LA 'o\ngamza(‘lo \Qa relatively permanent

.
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ODé 'TO TH, PLAYGROUND COMM\TTEE Suppqse for a\moment t qt §ome neigh-

(tee ) help,
il, and even

rnembers of thé neighborhood group resign. But you and a few members persevere, re-

cruit new members, assess dues, and,initiate a fund raising drive. Officers are elected who .

in turn appoint four subcommittees (one of which begins.to look 1nto the possibility of
establishiag a new swimming pool). The new members of the committee, however, ob-
ject that they ére not being adequately reprgsented. -

e;,stdr(l goes or’\ of course, but we are less interested in the outcome than in the
process. Is the playground commiftee an organrzatron7 if so, when did it become one?
There T"'nO"phecrse moment. The organlzatron evolved, and so Its status at any.one mo-
ment is a matter of degree. ‘But we tan agree that 0 became an organization when it was
Jdble 10 exist even” after particular members Ieft and wﬁen gleISIOD of labor had evolved.

31

[

" In this case, the decision 1o reappoint new embers after the resignations, and the estab-

Irshment of sub-committees, were crucial mrnrng points.

\( @ ’ e
AMore Detalled Definition T oo

But there are many features about the r.ommmee that are not explicitly reflected in
thrs snmple definition  conflict, authority relations, a sequence of activity, and the like.
It might be useful then to include these features in our definition because.zhey are shared
N, some degree by all complex, foremal organizations. Here 1s a refinement and exte,nsron
4f the simple defimition e started with An organization is a relatively permanent a
complex social systém that (a) consists of subgraups (or coalitions) and that has (
name and a location (that is, an unequivocal collective identity), (c) an exact.roster of

- members, (d) an authority structure, (e} a division of labor, (f} a program of activity, and
“{g) pr0cedures for replacing members (Caplow, 1964, Corwin, 1967]. As mentioned, this

. Jast cniterion 1n itself, makes a good simple test of the degree to which.a group Is organ-
1zed. Also fote that organizations consist of eoalrtrons among groups, a fact that 1s impor
tant for understar}dmg informal organizations, that is work groups, and the processes of
conftict and chanée mhérent’in organrzatrons

33 Isn't something stit} mrssrng’ thave not 5aid anything yet about the purposgs of
organrzatro% To some people the purposefulnéss o? organizations s the key to under

standing th These people define organizations as himan, groupings deliberately con-,

*" structed an

-

‘modified to seek specitic goals (.f. E*zronl, 19;54TWI1Xthave we not plaCed
. = More stress on.ggafs? . o G/

We agfee t hrﬁtor‘rcally, most organlzatron{'were rrglnaHy est bllshed for a cefs
tain purpgge, and often this purpose rgmains clearymany years later, owever purposes
oftert chapfe, ¢r the organi auon s mpmbers and cjwe people,if serves s|mply,lose sight gf

. the/purp s(,or survrval ndfor growth supersede all other pro e§sed goals {Corwj
1973). the ‘stated gpals are merely thetoric amd have little gffect ‘on How;the o
ggnizati f%ctrons Mo}emer the goals are often, a matter of pef s$pective. For the cus- .
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" torers, ?he goal\‘f G\egeral M\Dtors 1s'to produce cars, for the wor’kerg, rt 15 to provrde )
]0/ s and income, for\be stockholders, it s to make a profit, for the managers, 1tys per-
hips to expand Thé engineers and’ salespeople, alffer among themserves on theemphasrs
; be placed on’secondary goals such as styllng,, speed, safety., fuel consumptron “pollu-
't on, and the like. So the truth 18, 1t 'is dften mul‘fh harder to ascertain the goals than the
‘structureof an organization, Ultrmateiy)(clear goals may not bgan essenf!al charactenstlc
f organrzatrons' So 1t makes some sense to,defirle organizations independently, of their
g al@ and then consider the extent to whrch a given orgaprzatron has goals Ihat can be
. identified through its task-s reWarq system, and other actwities. =~ . r .
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Orgamzatlons Compared to Other Socnal Systems s - y
So far we have focused on formal orgamzatmns [t might help us to understand .35
organrzh‘tnons a littie better by vrewrng ghem rn a larger context, that is, by companng
wthem with other social systeris. A social system can be defined as a get of lawfully re-
lated, highly. stable, but complex relatlonshlps THerriott _and H dgkrns 1973). An
,organization 1s 3 social system but there are several types of socnafsystems Jn addrtron
to organizations. . . - .
it should be recognized that all social systems use and’ process materials, personnel 36
information, and ather inputs which are discharged as manufactured products, services, )
graduates, and the like. Systems depend on communrcatlon back from the envrronment
tend to evolve into, complex structural forms and use ‘various procedures to ensure sta-
bility in the face ofa persrsten1 tendency toward disintegration. ., . o
Social systems dhiffer. from one another in three important respects. therr degree of ,
permanence, their complexity, and the deliberateness with which they were established.
For the sake of simplicity, let us firsy Consider enly the dimensions of complexity and
permanence. A social gathering, such as a cocktail party or a beer gfoup, 1s both a rela- s
tively simple and transitory or shortiived, social system, A gathering, can evolve Into a
group, however, 1f the.people meet together repeatedly, that is, If the gatherrng persists.
Both gatherings and groups are relatively simple, differing in their degree of permanence,
Now cofsider other eombrnatrons of permanence and complexity. Societies and 38
sqcial movements, for example, are both gquite” com lex but they differ in their per»
manence, Social movements are much more tranSIZ;Zy than societies, In comparison,

-

‘communities and spcial organizations range somewhefe between these extremes, that is, /
aas and Drabeck, 1973), . /

-

they are relatively permanentand relatlvely complex

. Somebody Wanted It

Now we can add another cons era {/ e deliberateness with ich the social ,
system was established. Some grpups suL ase ended families, have evg Ived or emerged

vague) marriage contract. Many friendship\groups, bridge clubs, and st(eet gangs have?
evolved. in much the same way. By contrast to these "emergent groups,’ ' others have been
deliberately estabhshed such asa nerghborho o Elub reqdiring dues and officers.

Social systems then, are characterized by their dedree of permanence, their com-
plexity, and the dehberateness with whnl:h they were est bhshed A formal organlzatjon
is one type of socral sy,stem . . . -

over time with very little deliberate pgm g or- formal rules excepgfor a legal (although

aoi
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© WHAT, THEN, IS A BUREAUCRACY.? : \

42
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46 Second, even h

Since most people are familiar wnh“the term bureaucracy, 1 |§'\|mponam to consider
it here Although the term bureaucracy 1s sometimes used 1n a pejorative sense, it refers
10 a partjcular type of organization Bureaucracies are organizations, but not all organiza-

» tions are bureaucracies. Bureaucracy is @ method of organizing administration in which
experts rule under law |t consists of sgecial junisdictions of activity that are governed b'y
rules and regulations, a system of gradep levels of authority based of strict compliance of

. subordinates to the directions of theni' sugenors, appointment to affice on the basis of
expert cpmpetence for a hfetime tenure, and a separation between the bureaucrat’s per-
sonal life and his or her official vocation ((éerth and Mil{s, 1946). ‘

Some sociologists believe that bureaucracy represents the ultimate form of rational
'effmency But many people see it as inéfficient, cumbersome, unresponsive to change,
and stifling.to creativity They argue that bureaucracies often concentrate power In the

.- hands of a few self-appointed, often despotic, leaders. . o ~

Several critics have depicted the pubhc schools as creaking bureaucracies in the most
pejdrative sense In the satinc best seller, Up the Down Staircase, Kaufman.(1966) sympa-
thetically portrayed the anguish of teacher Sylvia Barret as she vahantly struggles through
the buregugratic hurdles of the New Yotk City school system in a vain effort to reach a
few of her students. She i1sovercome by her inept colleagues—the “'desk despots,” ““black-
board barons,”" ‘‘classroom Caesars;”” and “lords of the looseleaf”—and is overwhelmed
by seating plans, attendance sheets, requisitions, and tHe library blacklist Depicted is a
world of time clocks and mandatory meetings called for superficial discussions of
democracy amidst a sea of tyranny. Itisall run by the J.J. MiHabes and Sadie Finches—
the administrators and Clerks—who, at every opportunity, spéw out new memos bearing
old directives, y"Teéchers who line up in front of the tme clocks waiting to punch out
in the afternoon create a crowded condition 1n the Goorway” (p. 208) and 'No written
passes are 10 be issued to lavatorfes, Slflce they are easlly duplicated by the students.
Only wooden ldvatory passes are to be honored (p 12). *

vingston Street gﬁogers, 1968) s another trenchant criticism of the nept

of the New York City school administration and its paraIVéis In the face

: s confromting large-city schools. Despite a leng list of policy statements

adopted by the ic;ool board endorsing various plans to desegregate the New York City

schools, action 1% blocked By a number of paralyzing bureaucratic pathologies, The
school“board is crigpled b'y vested mterésts within the system“ and In the community, an
inbred professnonal\staff, and overcentfalizationy Décisions are made by people far re-
moved from classrpgms. Power is diffused, and responsibility is fragmented. The system
1s insulated from cligniele, run by seff-centefed groups, lso'I;éted from ity government.
‘Beyond Bureaucracy . ‘ .

! ]

However, these criticisms are ovFrSImplmed in several wdys. First, even In the worst
situations there 1s notjone, but many types of organizatigns Some authors believe that
there 15 a trend awgy fram burealdtracy to more complex types of orgamzatipns (Bennis
and Slater, 1968/, |frespective of whether there is a trend, there is atready much varia-
b»l-nywHangﬂ t (1964}, idenufied four types of elementary schools located within
Chicago's City himts}e; cfl with enormous differences in pu il achievement, family back-
grounds of children: Jtqacher gttitudes, and-teaching-styles (Qrganizations do not sgem 10
become highly bureafidratic exbept in the most troublesome akd chaotic conditions.

Hly bureaucratic organizations are noty ecessarily created by in-
,; nd calloused people with so )call\ed “bureaucratic personalities "’
i

competent, mahicioy
’ L)
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"of astrong executweﬁ:ower to appoint or rémove key a&istants Who are protected _
\d

. .
L. o I
Teachers have been portrayed as mindless empbyees blindly enforcing t e/ les, onal to
inept admsnistrators, and so overspecialized that they cannot see studedts human be-
ufg“"*prefemng instead to spend their time on trivia such as collectur)g Iinch money.
taking attendance, and keeping up with the daily lesson plan. But ‘thg/ fundamental
problems usually stem from structural weaknesses, not alone from Ithe yranny or in-
competence of the people involved. Even if there were no tyrants or picompetents in .
teaqlf(lng many of the problems would persist. '
Third, some problems arise when organizations are,éqot bureaucratic enough. For 47
example, aithough one of the criticisms of schools is that they are gvercentralized, In
fact, the supennteqdent of schools in New York;ty lacks even the magt essential power |

by tenure. ° ‘
Finally, even many 1t ditional, old Line” bureaucracies are undergoing significant® 54
transformations. Through systems of “‘participatory democracy,” for example; even low-
ranking employees can have some voice in decisions that affect them. Simitarly, simple
authority hierarchies do not reffect the influence that labor unions’and professional

. assocuanons have on management decisions The growing influence of spec»ahgs is

another comphication. Purchasing officers, budget analysts, architects, engineers, lawyers’
researchers, management and personnel consultants, Iognstfcs experts, and other special
ists typically do not have “"hine” authority over most of the employees, but through their
adyyce to top management, they shape policy more than their formal position suggests.
Mlhtary rank, for example, has been literally transformed because of the inffuence of
specialists on the decisions of command officers. And then 100, the formerly simple act
of delegation has become quite complicated by the growing reliance on subcpatracts
through which. one organization pays another to perform some of its tasks. For example,
.schoal djstricts may contract for, food service, police protection, or even the teaching of
certain sub;ects Administrators have very different types of relationships wiih the teach-
ers employed oh a subconfract than with their owrr employees.
Of eourse, these changes apply to‘some orgamzahons more than to other; \ ut there 44
ara enough complications to suggest that one should be caufious abeut applylng the Iabel
“bureaucracy” to modern organlzat»ons , ,

- -

IS THERE; A RELlABLE “THEORY” OF ORGANlZATlONS7

\ The ,term theory may sesm a httle presumptuous because, as we have JUS'C seen, 50-
k\powledgeln this field 1s at best fragmentary. But 1t 1sa little like the question, “How s ~~
yaur husbant or yqur wife?” Compared t6 what? None of the behavioral science theories
{ingluding those 1n psycholody and economics) matches the'sophistication and predictive
pover of many theories developed in the-physical sciences, but that does not meamhat

socidl science has made noprogrésst)ver corfventl nal W|sd'om ’

\

]'he y: Something for Everyone N

S i '
> .
-Theory means .many different Thmgs (Merton 1957(a)). It often implies ql’odified 51
know/é e, For example there are known .and systematic relationships in the size of an
orgamzat on, the level at which decisions.are madé, and patterns of superwsnoA 1Blau,




One of the most controversial uses of the term theory conterns the development and
applrcatron of concepts. To the lay person, this often seenys ke substituting jargon, for
tommon language. However, ‘as the term theory itself illugtrates, commonly used terms
are not clear becausg tHey are packed with diverse meanings and values. A new concept
can bring to conscioys awareness knowledge that might havé only been nmplncrt before.

The term th is.used here to refer’to general orientations or approaches a set of ,
‘assumptions. about hbw an organization operates some of which have been 'tested, some
of which have not There has been a disputerover general approaches 10 the study of
orgénizations. Peopie who study them seem to have two fundamentally drffer\ent models
in mind, each of which leads to very different advice {Gouldner, 1959),

l

Will the “Real’. Organization Theorist Please Stand Up?

The diversity ef points of vrew about ofgantzations provides richness in perspective

54 but also creates considerable confué;on Psychologists approach the topic by trying to
. understand how individuals learn to cope with organizations. Social psychologists ap-
proach |t from the view of small work groups within larger organizations, Sociglogists

are concerned with Iarger units and have attempted to isqlate organnzatrons—for example,

to determine how busihess corporations differ from those in human services or how large,
,and small organizatiorls differ from one another. For the sociologist, a single organiza-
tion 1s only one ina large population of orgamizations operating on distinctive principles
based &structura! not individual, relationships.

. .
‘ . . R

" Are Organizations Re 1? ' -

55 Like the blind men with the elepham each theonst finds a different reality because
he or she starts with different4inds of guestions or prdblems. Psycholagists ask about
the psyc_hoTogrcal attrrbute,s of rndrvrd&alsiuch as their attituges toward people in .
authority. Social psychologisis want 10 know how a person’s behavior Is affected by A \
membership - in roups or orgdmizations. For xample, is oné more likely to quit one’s
Job 1f one has few frrendshrps at work? Dogs one’s work history depend an'age, sex,
mamal status, and the like? Saciologists wofk .with several different kinds of variables,
rncludrng {a) distributions of rndrvrduals) such as the proportion of men to'women, (b)
stable relationships between people in differént positions, such as the average frequency L
., of centact between teathers and principals, and (c) the integral attributes of organiza-
tions, such as the number of departments or the number of authority levels (Lazarsfeld
and Menzel, 1969). Most of these characteristics cannot be derived from information .
. about mdrvrduals and even information based on individuals say$ more about the or- .
ganization than about an individual or-group. ] .
56 it can be seen fragm these last illustrations that orgamizations consrst of more than '
people. Understanding people helps, of course, but it 1s not enough, This 1s not to deny
the importance of individuals Rather, it is to recognize that gnany important features
of brgamzatrons derive from their structures and functions—hierarchies, divisfons of N
labor, decision making systems, and so on, To the extent that individuals are considered, .
B the focus muét be on individuals viewed collectively ‘Because most of us have been cond-
tioned to think of organizations primarily as collections &f individuals, we often assyme
that Wwe can understand organrzanons on the basis of our personal experiences. But per-
sonal experiences, are” simply not suffiient, there are emergent qualities that transcend |
‘the individuals invoived. Only by subjecting a.large sample of organizations o sophisti-
cated methods of analysrs can we observe, for, example, what happens to the leyel at
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.- " “which decasuons are made or to the ratio of employees {o SUPErVISOrs 3 as organt‘Zatlons be
‘ come lerger -

bleW DO THEORISTS APPROACH ’ o i ..
THE STUDY OF ORGAN}ZATIONS} '

There are at least four differdnt general orientations to organizations based on differ-

ent persudsions in psychology, social psychology, sociology, and other behavioral sci “\
ices. Each discipline approaches the subject from its own frame of reference, its own
tr:}dmons and its owh motivations or yeasons. ’

.The management approach emphasizes the study of orgamzatuéns as a means to de- 58
velop a body of techniques for impersonally Lontralling workers from the top, especially
by manipulating aspects ofxthe structure such as rules, procedures, and the optimum ratio
of.supervisors to employees Jecause productmty 1s @ major goal, nrr\portance 1$ attached
to time-and-motion studiek ahd the science of aptitude testing. This approach 1s best
suited to organizations characterized by uniform and recurrent (that is, unambnguous)

\\ events that can be handled through rbles or standard technigues. The argument is that

any other approach would beJess efficlent Because of the emphasis on impersonal con-

~\ trol, advpcates of this apgroach shéw Iittle regard for the values and debires of the work
ers. Accordlngly, this. has been referrelf to as the “organizations~without people”

s, proacf {Peabody, 1964), ", }

By contrast, the human relatioris “approactr might be called the ‘people’ wuthout
organizations’’ approach. Thd personal elements of work groups ‘and the job satisfac-
ion and morale of workers ate cel tral ncerns. This approach 15 | best su1ted to human-
rvice organizations and those 1 'whi¢h events are not uniform and there are any

- - unique problems. Stress I1s placed \dn cial skills, such as the abalut(/ to ‘communicate
- with and influence individuals or siall groups. The theory.is that it would paot be éffect

i ve to use any other approach Byt again, productivity 1s often an ulterjor ob;eqtpve a

| happy worker 1s assumed to be an efficient worker, and par%olpatmg in decisigns is

i assumed 10 increase commitment {0 the organization The appfoach also leans h avily
on changing the employees through training, although the sources of problems often lie
in the market situation, hastory tradition, the’ {ncéntive system, the size dnd complexity
of the organization, its teuhnology and other such factors. This targer picture can easily
become obscured by-a preotcupation with human relations. ’

‘Both approaches were designed to increase productivity and eff»caen(,y and, to a 66
lesser extent in the case of human relations in service organizations, to “humanize’ as-
pects of the organizations. Advocates of these approaches ar¢ preoccupied with varia-
bles that can be manipulated by management Néither approach was desighed primarily
for the purpose. of understanding or explammg organizations. The ‘organization 1s used
only as a satting for improving supervision of worK groups.

- The, pelsonallty organlzatlon approach 1s a variant of these two. Emphasis is plaqed
‘on the conflict between (a).thé personality needs of mduvnduals for independence, variety,

" .and challenge, and (b) the preference that organizations give o placid, dependent, and
submissive employees (Argyns 1957). Agam the focus is on how individuals cope with
orgamzations rather than on orgamzatnons per se, organizations are treated primarily’ as
a setting for the study of personality probiems:

Soc:olog/ca} approaches are concerned with structural charactenstlcs mheyent in ‘62 |
orgamzatsons*-for example theu size, complexity, number of levels of authority, degree

61
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of specnahzgtuon formalozatnon standardization, functional autonomy, and technology
These characteristics establish boundaries wsthm which people must live, conditions of
life, and options available. ’

. Max Weber, an early observer of bureaucracies, was concerned with what the ra-
tionalization of modern organizations would do to the value of individualism (:b\dq;on
and Parsons, 194'}). This approach has been criticized for being dehumanizing and fa
tic because 1t ignores the feelings of individual members and presumes that behavior is
predetermined by social norms. Actually Webers work highlighted what happehs to .
individuals within organizations. ‘ '

A, dompromise was proposed by Litwak {1961). In his view, most organizations
deal with both uniform and nonuniform situations and therefore develop characteris-
tes of both the human- -relations and structural approaches. Litwak calls this the "pro-
fesstonal” model. In this model, the different procedures used are segregated through
various mechanisms mcludmg separation of roles, bhysncal distance, differences among
occupatvonal groups in the orgamzatlon and evaluation procedures.

WHERE DOES THE INDlVIDUAL STAND IN ALL THIS?

To answer that question adequately would take at least as many addjuoz/al pages
as you have qready read. But in summary, most individuals arg in the middle 'of a com-
plex, interdependent collectnon of orgamzatnons Most of us have primary 'affiliation
wnth and merhbership in qut e few. We have considerable choice, on the one hand, in
deciding which @rganizations we will belong to but we exercise that choice at some cost,
either in the |sks of becoming mdependent enough to select and move among orgamza—
tions, or,in the price we must pay in conformity if,we choose o b long to a more limite

selection, of, oygamzatnons—for example, those that are more easily accessible by virtue

Jof our. ’xrammg, experience, ability, locale, and social class. Howe\fer within the organiza-

tions that most of us join, there is cons'erable latitude for mpvement without being
completely coopted, there is the possibjlity of exerting infjuence for change and im-
provement, and there is the possibility jof gaining the wisdom to know what can be
changed and the wisdom to live with whaf is inevitable.
_+ ‘There is also the possibility of developing commitment to the bagsic goals of an or-
ganization—becotmying part of an brganization and having it become part of you {some-
times a very san:rymgrmtermesh of individual and organization}. There 1s also the possi-
bility of overcommitment—reaching a point where self-goals and organization goals be-
come indistinguishable—a sityation pot to be recommended if personal identity is anim-
portant vatue. The goal of many thoughful people who prize individuality and personal
dignity is to find a middie ground between extremes of personal commitment to and
dentification with an organization. They take care to relate to more. than the organiza-
tion, so that Inf.e has variety and richness and so that several options are open in the event
of crisisor |mpossub|e snuanonal developments. /
The major-point ''s that being aware of and understanding the phenomena of or-
ganizations provides a kind of insurance that choices can be more rational, and that/
intelhigence and personal preference can be employed i copmg with or attempting to
influence change in the organtzations in wmch we live. /
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. Section 2: What Are Organizations Like?
S
Ronald G. Corwin Roy A. Edelfelt .

ARE ORGANIZATIONS ORGANIZED?

)Ale have spid that to cope effectively wuh ganizations, a person must first under-
stand them. Social scientists go ;ot fully uqder tand organizations, but more is known
than we can deal with here. Let us confine our attention to some of their kay features.
Organuanons are obviously ' orgamzed but the'question is. How?"

68‘
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t}ey Features of Organizations

7, We shall begin with some fundamental character tics of organizatiens and then re 69 '

{ine and build on them as the chapter progresses. We will not presume to be inclusive .

‘here, but the concepts discussed below are important and will help 1o illustrate the kinds | )

of information that one would need to begin an apalysis of an organization. .
In thinking about organization, 1t is often thelpful to distinguish between {a) the 44

formal charactensucs which are an integral part of the organization’s syructure, such as

* the number of departmepts, levels in the hierarchy, size, etc, and (b) 1ts operational char-+

acter stics, such the prestige system, friendship cliques, and the like. 11 is also possible

to vnsuahze both the structural and operational aspects gf organizations along two other

dlmensmns ezvemcal or hierarchical, dimension and a horizontal dimensior, which

applies to peers. After descnbing how organizations are divided up on the vertcal and

horizontal dlmensnons we shall discuss some of the, ways they are reintegrated.

Up (and Down) the Organization o '
Ca

.

The vertical dimension of structure can be seer in the official ran?( of people holdnng 7
different positions of authority. However, as the organization actually operates, people
may have more or less prestige, influence, responsibility, or income thantheir formal rank
warrants. That is, as members of an organization, all are ranked on one and often several
different hierarchies based on power, authority, responsibility, prestige, esteem, compe-
tence, income, and the like.

Therefore, each of these domensuons must be considered if gne is fully to understand
an organization. Power refers to the abmty of one party to impose 1ts will on another,
Leven if the effort is resisted. When there 1s 3 hugh probability that power can be appljed, it
is often referred to as control, when the probability is lower, it s called influence. Power
increases with the numbér of sanctions available to the person exercising it, and it dimin-
ishes as those sanctions are actually applied. That is, an emplaoyer has more power when
threatening to fire an employee than after the employee has been fired. People often have

\ more, or less, power than they are authdrized to use.

Authority refers to the Iegn;mate right to exercise power..However, there are several 73
sources of autharity, and they do not-always agree. Thig places authority in jeopardy. For
example, legally an employer may be required to prohibit smoking among employees on
the job, but the employees may dispute that right. T¢acher strikes are seldom authorized
by law, but they are usually supported by the majority of members and by many citizens.

. L w
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24 Responsrb///ty refers tu work ublrgauons assrgned 1o people groups,or organizations.
Sometrrrfes péople invoplved do not have the necessary Jower or leehm(.al ability tacarry
out their responsnbrmres Teachers, for examile, are held acLountabbe for\teachrng good
cmzenshrp reducing delinguency, and'moélivating pupnls in add,tion 1o teaching subject
« matter The necessary teehrm,al skills are b&ttér developed for some of Ir?Ese tasks than
for cthers. Srmrlarly. many schoo) boards bekeve that it s unfarr for the dourts to Kold
Ihem respOnsrble ;/br desegregating he s/;,hools since Segregatron i5,als0 tied to housing
patterds and pUbNig opinian aboyt businy O . K
\Prestige refe 10 the! way 3 pbsmon s appraised and valyed by general oprnronul n-
dividuals .an ;5 preotrge but.it derives from the position they hold, For example,
teachers of Edgush literature in x.omprehenswe high schogpis generaHy have rmore prestige
than teacher of vodtional subjects even thoul#r thee latter,mrght have more influence on

certain aspefts 6f school policy.  ~ . :

76 Esteem 1s theway an indwidudl’s performance is appvarsed and lued. Teachersfhave

.-~ more prestige than ysnitars, but a particular ;anrtor may Be held hlgher .esteem 1han
many tegihers Esteem s often based on the person ‘s tech nical gompeter;ce but It rs ‘not
gonfined t;fthat tt may be baseg on the mdividual’s vélues or experlence

77 Compet‘encefreyo 10 an obec tive measure of the abihity gf an rndrdeual or«gr to *
perform responsibilyies. |t may be related to a group/ $ training or expersence, but c;zjﬁpey
teflae 15 alsu Jeterivined by how far th’e technojogy of an ocwpat%n bas advincel, An.
entire Ocu patron may be 1udged mwmpetem o carry out certarn responsrb)hues it rs
1ryang to glhieve - . ' A : s .

48 Statys lnconSIStency describes the fad thal vye\may find ourselyes in dnfferent places '

< on diffefent hrerarcmes and we can easily be_corﬁe tirpppedun InLonsistentgxpectations.

For ex mple We midy “have high prestige 1n the /orgamzatnon but make less money than -

] people with lower prestrge or the; cppostte. How much deference then, are we supposed- :

“

9 - This kind of rr%consrstency can,have Important effects on an organrzatron For ex-.
ample INLONSIStNCes between thé power and authonty of employees eompared to the »

10 show other people and theyus> - .- 4 AL v ',

: Testraints on_them, ‘seem tc promote omlitent collec tive actrpns among Qmployees (Qor~

win, 1975) There rs some evrdence that when feachers have ODDorlunrtles to partrc‘fpate -
i deusions 1N sthool systems ‘they tend tb’ becgme mrlrtant.(Corwrn f970 1975), If
they are already bartrupdtmg in deusrorfsxwhy do they rebgl®> Dne reason may bg that
there are more rules and requlatruns in decentrah/ed thap in centralized systems. Their
authority 1s restrained by bureauua;rupru(;edures Simiarly, their actual, Lollectrve power ,
oflen 1s 1ot acknouwledged 1n the amount ok agthority, that s, the nght to Exercse
.power, that they are granted by the school board 50 they ute collectr\/e actons to
demonstrate therr power, : » '
80 Cunsider some examples uf drsuepanues r\r power and quthaority i famrlrar posmons

in a public s.houl systern A school prinupal 1s technically and often Iegally respongibié’ P

- tur mmany events ¢nd dactivities I the school, even though he or she may not know tHaf,
they are taking place of could nut wountrol. Ahem in Bny event. Power,. 1S usually iffused: »
rhroughout‘organr/ahunal hieraichies. Principals do not haye eontrol over meny evants '
thdt dffect jeachors uvery day, such as the fact that the central wa,rehouse was suPposed”
to de|iver the books vver three weeks dgu For example atas diffieult for aprinfipal to be
farmiliar with all Uf the supplementary readrng materrals that teathers in the sr,hool might
_be assigning tostudents. And even if the prrnupal were farrihar with them and 3 group of
pa“rewbjeued tu d partgular book, he or she might try to censdr the booJ< onlwm thes

.
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" sk of a cqnfroma{uon with .- the teadaers unuon “determined KQ proteet thé teachews 4
aulhomy dyer such matters, Yet, s members of an organlzduon ‘we ape ofteﬁ*‘mclmed to,

. &bhndfy; hold adpunistrative SuUperiogs acwuntable wnhuut corfsrdermg dr&.rep@ncresu~
k. be ee.n theéir apparem authémy and theyt actugl .power, ‘. o / ' i | H :

</Suvtilarly,, administrators often hold <heir subordmates responsible for,eventﬁ '{.bab
th y cannot control very well. Teachers jgequemly complam that it isunfair to hold them I
onsible fof the performance of studems who do not want to'be in school in the first .
giaée {One proposal that teachers have madg to alléviate this particular problem i 1P,
anddn legal compuilsary, , qttendante) Gnven these discrepancies among power,
) vauth’c;my, and‘responsnbrhty it s rrorélWa\ls envrely c,lear who has the actusl power ,IQ
resolve‘ aproblem when 1t arises. . a .
_ Emulation refers to the ways in whieh subotdrhates copy supenors Most people at‘
“.sdme time find. themselves in the middlie of .a hierarchy wherg they must cope with incon-
§nsttnt expectauons from people above ,and those below The classroom teacher 1s such a
*person in the middle— between thg brmupai who eXpects the u;acher to promole aca
demjc dchievement and maintain dl&,lplme and students who prefer to make” Ltheir own
chgrees and to have freedpm of mbvement. One of the intriguing things about hierarchies
IS tbe way people at thé “top of the hierarchy oct™joward subordmétes often is reflecteltt
ifx the actions of peeple, in the lower echelons, For example if a factory foreman is bemg .
pushed by his Supervrsor fpr more produopon or 4f he'rs béing watched closely, tﬁen he 1S,
- dikely* to, behave 1n%he same way towdrd the men and wbrmen whom he fs super\usmg
\ﬁou mlgh{ Notice ht)yv these pressores affect your owh behaviqr. when you rilove from
oné orgamzatron to anorher For exarnple +5UppOSe youi,are a leacher who 15 used to being
open and Yelaxed with your students and you thed transfer 10 a schogl where the prin-
. cipal “rund.a tight ship,” You may very well fmd Jyourself becbming more strict about . °
_«, chdssroom dlsuplme than you prefer or even thaw you'realize, eroofnpare yéur response

!

o mlsswe with your behavier in a formal college classroom or in church, . .
N This tendency for subordinates to copy the sypervisory style of thewr supervrsors 15
S0 pervasive that ,subordunates often go t6 greater exjremes than superlors really expect, .
Delegstion s handmg of responsibility to subBrdinates by pepple at the.top. Prob-
lems may arise In this prouess. @ften, superiors do nbt _delegate thé power and a‘uthomy
necessary 1o qarry out the responsrbrht;es For example a sehool nurse! Is delegated the ,
responsibility for provrdmg health serw,es to students in a school but does not have the
authomy to admnister some drugs, perhaps even aspirin, in treating minor maladies. Tn .
addition, subardinates frequently find that they must carry out polcies they did not for
mulate and often do not understand of support. Policies qre formujated 1n general terms
and must be remterpreted at each level of the hierarchy in order to apply the polm;s to.
the Loncretg realities, This leaves a Jot of latitude for persortal views, mcludmg fears, tg
shape the way one m[prprets and applies the general policy. , .
S/lppage describes the changes“that occur as policy is paSSed down thefhler‘archy 85
There IS agreat ded of shppage betw'een the intent of a policy as formu[ated at the top of .
"3 h:erarchv and the way it is finally camed eut by subordinates (Corthn 1974)., Thrsshp L
page also oucurs I ther other direction, frorrtbe bottom to the Jop, That s, thesinforma- * 7
tion pommumé,ateq tu supgwrsurs beoornes distorted at edach jevel as |$ 15 reinterpreted ,
and filtered. For éxample d_teacher who canhot malmam dlscnphne in the classroom .

« mjght be reluctant to admit this fact, to his or her supervrsor The.dmount of sllppage in ..
creases wrm the number of levels in the hrerdrohy Comrary 1o sprme pobu lar stereotypes
e ? - [ Al ‘ » .
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. employees often have more lamude " bug"organmatlonslhan in ;mail ones becaUSe
" 1gmore shppage (Blau, 1970, Carwin, 1975 (b) i . e Lo
, 86" This same type of slippage, by the way, is ‘mhezent m the Iong cham of’decision

. . points betyveen me fedecal govemmem and fuual schqol bward's. Although 1t’is concelv—
~ abie thay feder/al/aqene,les msght influenge Igual sthaols, that nfluence is seldom as great
. - asewher con auves fear or hiberals hope—because of the sllppage fauor, .
r

[}

.« .

%cross the ganlzatnon N(l\ AR N
87 ¢ in. addmon to these verucal era d’ues orgamzanons have’ a horizontal dimension.,  » }
This is reflected in the, formal strlicture by the separate departmerits, programs, spemai .

. les, buildings, .and so on. For example this dlwsuon of labor can be observed in hngh

schools which are organized by grade Ievels departmems programs; tracks, and the hke.
But, of-course, people are not Lonfined 10a forgral nichte. Friendships, Ilnesof communi-

‘ cation, and patterns of assistance usually, ¢ut across formal, divisions, Andﬁwnthm a given

. division, employees with/the’ samejob may be spln by dutferences in ‘experience, phi-.
losophy, sex, or,dispues abou’t their responstbﬂmes /e e

. . Zones of autondry are work assngmmengs which the eﬁwp!tgee performs lndepen-

- c‘denﬂy of others, Sorne jobs either reQu:re or permit moreé gutonogny than others These
zones of at&)numy Lreate coordnqatlon problems in that they provcde 4 great deal &f
discretion tQ SOme employees.- Speuahst often compe&e‘wn‘h specnahsts in other areas.
For- example Mvalries often arise betwesn teachers of academic sublects and these in-

o athletics, or between teachers of the fundamentalsagd thosé in the more practical fields,
, In, many communities, Loaches connected with the athlétic program manage to achieve a-
great deal of autonomy because the program is independently financed by public admis-
sions or-comsnunity booster ubs {Corwin, 1970) This autonomy helgs 1o protect thex '~
aihlenc program from other teachers on the staff who may hot think itisas’ lmportant as
some members ofthe community do. « > - SN \ .
"85 When zones of autonomy dre Loupled with “structural loosene§s emproypes have a
wide degree of latitude, f they choose to-use it. Pedple in lower echelons often ‘have

< much mo;e power than ‘Bublicly auknowledged or even than they” fhemselves quy,

_ recognice, In,pdma,ula;, any- employee who must dedl wnh nonroutme rQatters isina

posmon to “fifluence the organ vation. And any .employee &an influenbe the work

suhedule through the- amount of effort he or'she 1s willing to experid, the employee can

. also’st. reen out inforrfation and enter into uoalmons ot employees ‘such as associations or

umons, th such facturs in mind, Lortie 11969) concluded that school teachers have far
- qmore dUlUﬂO(le than generglly 1s acknowledged and that, far. from feehing frustrated by

' mnflmng rules and regulanons téachers are often satisfied with their status in schoo!s
-

f , N

"%0 -‘ WHAT DOES IT MEAN TO HAVE AUTONOMY? However we shouid be tlear
Y aé’om gvhdl IhlS autonomy actudlly means tp em ;onees First, employees oftén do not
¢ gake advantage ‘of the discretion that 1 available {o them. It is easier to follow routing ’

;han fo exergise chuie. Moreuver,\\ ndany. employees are.not, fully aware'of the range of,
(hou eg availdble to xhem—whlm 15 & major reason why they can benefit |f they have
oo omore )qhowledgp dbOul and skill in andlyzmg organizations, Second, we do no wam to
exaggerdte th§ slqnmwme of autonomy. For us, autonomy Is nathing more than thedis-

' crétion.that g person s 10 chBLse among already fixed alternatives. It is not the same as
power, whmh 15 the algllny‘m estabm’t’\“e teme}nves Teachers, may be ’ permlned”

4 19 .make spme l‘hou es, byt, by Jts ndlure"ﬁermlsy an be wnhdrawn Nor is discretion

-
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O'ften ourfeelmg offree om is .
served byt this does not méan ehave .1

vees

’

. hetghtened when we are not belng clqsety{

> ‘arecontrolled. -

. Power is the abrlrtY to produce resulgs. Autond y, in the sense ot etther djscretio 9y %
or'insuiation, s, far |st onsequential thdn power w ich te[’hg!s to be Cemfahzed & I 3
systems. How much pﬁwer o teachefs ag(ually \ave 1o detem),lne whatherfoppat a ™ &
course wilk be reguire how subject matter will pe sequent,ed‘ what textbogks. w bbe\‘j

, used, which students Wil be admrtted and promoted, how childfent wil be dr blifdd, ot o ’

P
, even which methods willbe used in the classppom? Thelittle dts«.retlon’ thaf- te%che;s have
in these matters 1s relatively circuthscribed and often tnvtal They aréc‘dnstr@med by cut-
fum ju des, textbooks, stan;iardrzed test% and tradm . Lortie (1969) stated the
relattonsh between power ano’ autpnomy succanctly “Sutceeding layers,of adfmnlstra
“» tion nartow the range ot goz;l{zelectrons possnble at the tegcher level, butpersons 3t that . J o)

,level may .be free to Choose dfnong the goals that remain” (pp. 12 13). tt almost appears f .
thdt at the lower. levels of hierarchy, the dtsqretton availablg is mversely correlatedL : : .
wrth power, that s, employees purchase their autonomy by gwving up theyr ﬁpportumtres \

to influgnce tqe fundamental conditions’of their work. Most ofls could beneflt by think

ing about how much drscretton is avarlab?e where the limits of this discretion fie, and

how we mtgh go about |nf|uenung these lir-mts This could lead to’ autonomy that is .
Iegr imized in the organrzatron rather than perrf‘t/ted it the pnce pf conformtty

<

Y o

Puttin ltAIITogether coe D RS :

’ o o Tt
{  Most of the charqctensftes‘we have menttoned have the effeut of splrritertng orgamza— 92
: " tions rito separate parts echelons, departmths dnques etc. Byt we hasten to mentron ,
agdin that the featyres belng descnbed dre actuafly vanable&— they differ from one organr )
. zation to another. T efore, coordindtiomwill pose @ greater problem in some organrza
tions than in other,s, But genemny speaking, all o ganrzatnons vvo,uld dlsrntegrate under /
' ¢ the forces just deschibed w;ihout sbme meang of t,oorqmatnon As employees, we are all |
expected to comply wrth Yome procedure‘s whet‘her or not we personally agree with
them, in order 1o maintain some. u6nsnstency in thé'system as a whole; Hd\NeVer vartous
. organrzatrons attempt %o achreve eoorejmatron'rn dlfferentways oot T s
; StanJardlzatlon s a systematrc set of progedures, I1'i§ one way tg achieve coordma— 93
;  'ton£Standardization an ipclude uniform rules, uurru.ulum guldes téx thooks, and’ lesson
plans for courses taught thruughout the school syetem Mass educatlon Woufd probab|y )
|mp055|ble without some assurances of uniformlty. Rules estab}tshed as deneral policy
have protected edugatron frgm the patronage of corrupt crty government and~have pro-
tected teach;rs from the arbm;gry decisions of administrators. Also, general pohcy rules
are_less personally threatening to |nd|vrdua]s than for example eheh i indiyidual belr?g told
« ., what jo do by a supervisor. ° ; e
Byt standardizatign also has, unrntended effects Fust, in a.pluralrstlc socrety such as o
+ . Ours, many people do not fit the standards. For example,” curriula that seem adequate * | -
“for some middle-lass youngsters have been grossly ineffective for large pumbers of low-.
income children, and yet teachers t.annot readlly adapt to different types of. children
Men they are judged only oh standard tests of student perfarmance and a middle-class
~gxpestation. of student behqvtor As anpther example, Ibbeling Jower class students as
“drop-outs” or,"underachiévers” on the basis ‘of intelligence tests places the b|bme on the
studen?t,nstead of on the orgamzatron ‘ T a N
\ . . .
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v95 « ., As a genera,l pr!;n le, service orgamzations that are established tofdeal with special

,,, probléms seemito g t&¥erence th the chents who. are most Aikely Qbe yisibly helped
anq therefOre are ofly, margmally*dfflrcxéd with those problems. T Yey select.chients for
W‘hdm itis gasy to, demonsrraxe that reasurable improvement hgs een accomplished in o
1 : “order to aohJeve xherr qudtas ‘Fos exer!ple agencies established 10 deql with the blind

e prefer tQ. deal vmrf 1ndrvndua1s ‘with partial sight, .and phvsu.al rehabrlntaxlon agencre,s
—_ g preter people who havg only one physical handleap raxher than those who have many djf
- " ferept kmds;pfhandlcaps - B
'.._, %6, A'Alxhorfgh not mxended riles usually establish only ‘the minimal behavnor that s re-
N quared b{\xhe orgamzahon (Gouldner, . 1954). Itis drfh«.ulx for orgamzauonsoff'l Aally 16 > - »
. reqmre em fo ées to xerx exitaordirfary effort, and yet if all employees folldwed the.
’ '\" lheral ruies“irx 1s doubtil ‘xhax he grganization could function One way 1o ruin gn prgan- -

\Lzat\bczen l?foraeveryone 1o

e

folléw every rile to the letter and to d‘e noth) mare. So each .
ore not. less, direct superwsnon ; v

. 97" * Nor is,if mtendedt aty 1e5 be enforced salectively by, ihey usuélly«are Rules can be ,
‘seen aSﬂhg poker Chcp personal bargaining satuatron hat 15, supervisors use rulesto .
bargain for the emplo ees lqyaity. For exomple they ~ m be fenient towar rardlness .
the', nosmokm‘g Jules, dr the-use of first names only as long s,, the employeés oxherwnsse

perforr‘n prope;},?he enforce the tules strictly \gnh fespéit to ;ndrwduals who are not

4 2]

.
-

. ‘\ omrrp{;ed to thetr goals. Rulesalso are often usell to justify a decision that already has
= beep rﬁade on pother gr unds For example, if xhere are two employees ana”b'nemt-—-——'
- ‘of the way 1o please xh supervnsor while the otl’,er does not, and if both employees ar are —"]
. cor‘nsmently lat% fdr wolk, the latter one is mo/e fnkely to be repnmandedegz being late
. - foo often, |
>95 / Fmally, rules inadv rxehtly seem 1o bloc chang€and mhrbn interaction of members’
with outsiders (Corwin, MOT75 (a), Corwm and Wagenaar, 1975) It is often difficult to
comply with rules whenlyou are belng bressurgd to do something new or to work closely
with outsiders who do njt have to live up to the rules. Potential cohflicts of thissort can
! be averted by avoiding o xsrders and persons whd want to shange the rules. As @ resut{, ®
however the organization may be less rewonswe to Its «.her?tele Also, when people do ) \
. LhOOSG to take action dgdlﬂ‘S/ t an orgdmzatlon xhey often confine theirgrfevances to "Fed
.(ape, " that 1s, rules enforced by low echelon e‘rnployees Because Complaimts almed at ;hos,
fevel do not challepge -the basic structu%rue,s of the organizatjon, they dlverx

&
~

‘
'
l

». _, attention from the tundamental prablems, He attacks on.red tape u umaxeiy have a
conservatlvele}eéx according to Gouldner(1952). <, - .‘3
.89 " Direct supervision is the gverseging o‘f qQne employee by Qnoxher It allows for sur- .

ve|llance, and two-way Lammunication, as ways of facilitating coordination. It can be
prodmtave pmvrded there is mutual sommitment to deSired outuémes and xhat.xhere are.
,/provmons to msure embjz/ees will-be treated falrly v e
100 Mutual Ad/ustment i fomr uf toordination based on infgrmal communications or
\ shared ideologies. Fov' example pne teacher, mays learn over lunch that dnoxher teacher is, ' ..v
p,Jannlng a field. trlp the next week and so mady. postpone his or her own fleld trip, or -
« - pérhaps they may arrange a joint field trip so xhey ¢an share the same bus.
\101 .5 Schedulmy the organizing of employees work patterns into specific, reqyired time
i frames, is'still another alterndtive. For example, having all employees on the 19b4 8.30

- a:m. coordinates atl Sther_activities, Consider the lems of coordmauo.n if each

s " employee srgned up "for* 20, 30, or 40 hours a w*eek heduled-any 1|me betweenB 30 .
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. 4 S, R N

, . oA n - . - .

" ' N " . s . . N
Ot « L, ¢ < 30 v T ~ oy T
.- 1y -
. N , l hd “ N
. n -

Lo . f;— Y /‘ w
(X1 - , - *,




-

_.3 etc, js

. Repor/tmg, the systematic coylecthn an prlatro/n of varigus types ofinforma- * 102

~ tion, a’so occurs very often, Most fZafions gather and repoft data in a lariety of
. forms p«cal examples uoukﬂﬁclmﬁfm loyee evaluations, time sheets, an i
audrts~ his list 1s-probably endlass to peof)e in Very large ef‘ganvzatlons "Ofteri
“anly rqdrcate that something is happe’rung ut tell litgle about the
pening Assessing.the life success of a graduatmg class s all but lmpossrble
mariy, ftude ts graduated how many,went to’ col ﬁge how many weny
elapivaly easy o . .-

sb

e trappeq’ by, confhctmg rules,  supervisory expectatrons and, their

LI

fough 145, % .. | .o . . . YA
[ . . ok, .:*' . ¢ .

WHAT KINDS§E ORGANIZATIONS.ARE HERE’ " /s S

en talking about features that all orgamngons sba but rn vary~ 104

(io far, we hav
.ing degregs. Bw%andt ere mg /Ibe vastdrffer
nencés within any one of them fiizatyons, we all need’ to be aware of
these differences as we encounter them, The problem is tHat there is no gomple_tely satis-

factory way to classufy thiem. But let us seg what has been ‘broposed : ,

e -
- . SV

e >

TwoBasrcModels . R . " o ] L

. There has been a drsr;ute Qyer. general approachés to. the study ‘of orgamzatr s.” 105

.. People, who study tbem seem to_have two fundamentally diff rent models in mind ch, ,m ’
, -~ of whreh s to very different advice (GOuldner 1959). In/zthe ”ratmna! model,"“per
son$ m pwmy 4lso possess the necgssary [éxpertise. In" the ‘organi
. rpodel on tr)e other formal authomy as reflected Tn\ank or title, Is pot necee\
f sarily indicative of expertise, and subord nates owe déferente 16 A%vbetause 'of posi
N £

¥
G
2

L3

, regardiesspf that person s.,expertrse N Y < m/ /
T There are soLne other, drfferences whrc.h re |mportant The following assu ptrons

derI|e the ratronal model: ~ - " . . - ios
-, - /
o Ze Organ tzatrons have clear-cut goals tqn t are understeod and sub,scnbed’ t by
‘' members: Jo. . e
Activitiesare well planned, e
‘N e Actlvrtles are élosely coordinated.- '; - ' S ’ Jos 5
‘ . The necessary information is available for making the rnformed decnswns
. . . necessary 10 achieve the goals. . ! . - .
o @ Contfol iscentralized, and offrcrals have suffrenent control over the organrzatuon h "/'
. ., {o’ensure complrance with Jong-range plans, . ,
. Fermal authomy (r‘ink) is supported by a corresponding Ievel pf expertrse .
. st

.. ratronal mistakes, ignorance, or miscalculation..The keys to this mddel then, are adman|s~ :}
' trative controll expertise, and integration of thevaripus gomponents of the organrzatmn .
) - i N - . . . e .t Ty
| 1S, ' ' 0T “ 3‘] " . p) * ‘ B °
\ ’ N 4 ~ T v . F 1y ) 1:
N vt FT ’ . { *

In short “ratronahty" results from a well iktegrated system produced by firm con 107 -

-~ trql fron ‘enhghtened administrators. The structure ppear7 to be entirely manrpulable
. and*“designed solely for purposes of, effruency Signifjcant ‘changes” are due to planneg.
effbrts 10 increase efﬁcrency, and any departures from ratronallty can be attributed to

e U : : : : Sk
TR " 0 e L

s. How gpdlvnduals cope wnh such urcumslgnces lSadlch$§ed in par graphs 138 ‘\\:t'
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108 * " The followmg assumptlons\uqderlle th%organlg model '

- e  Members in different parts of an organlzanon math teachers, coaches or
janitors, often place the interests and objectives of their own unit above those
prescrided for the overali organization.

{ e QOne’s status and activities in an orgamzation take on value as ends in themselves
. independent of demonstrated contributions ta exphcit goals., . PR
. " e Theofficial goals lend to thange or®are neglected as the organization {trains to
- survive or expand, the survuval needstake precedence over other goa|§
- . Deusnons are the outcomes of bargdining and c0mprom|se among cpmpetmg s
- subgroups. -~ -« '
. .® Noobhegroup has suffacient information or power tp compel a high degr,ee of
coordination among the subgroups, .
2 ] ,Formaf authonty {rank) 1s not necessarily derived from expertise, no two bases
S of au'thomy are independent. ; ? . »o«‘q » oS
In the organu, 'mode!, organization “policy’’ accumulates increasingly and in“an un-
+  planned manner Members madvyrtently commlt the organization to certain “goals’’
R the process of bargaining with each other and with outsiders,
209 . Thesg twvo models—rational ,and orgamc—lead to very different concluswns about

B

113

.the relative importance of_{a) consensus on goals and {b) power and confhct in organiza-
tions. 4f consénsus is assume: be the primary feature, then organizations will be seen as
stable and harmonious and emplo s will be Willing to comply with requests, or at feast

. they can be persuaded to do so. If Dower 1s assumed to be the primary feature, then

orgdnizations will be characterized by change, con lict, and disintegration, and employees ,

will obey only if coerced, they can be expec;ed- to rebel against the hierarchy when the
opportunity arises {Dahrendorf, 1969). -

110 As mentioned, the models also seem to lead to different types of bdvice about how
to solve problems, Following the rational model, one would expect that problems can be
so1ved by stressing clarification of goals, better long-range planning, more effective com-
munication, and better information. But the organic model sgems to point 10 quite dif-
ferent types of strategies. reorgamzano,n, alteration of the power structure, more fre-
quent bargaining, and the use ‘of confhct regulating devnces like arbitration,

. On the Other Hand "

+A middie groung, |s,represented by wrnters th see organizations as tension-manage-
ment systems, Conflict is present "but 1s constraingd by “agreement on the basic objectaves
and by norms about propriety. Differences of opinion and interest are resolved through
colective bargaining and individual negotiation, Organizations are then portrayed as
systems of negotlated order” (cf. Corwin, 1973, pp. 350-53).
Probably each of these views Is more applicable to some organizations than others.
« That 1s, value consensus, conflict, or negatiation may be more prevalent in some organiza- |
tions than in others. Even the sdme organization vx\nll vary from one time to the next,

The structure of the organization has something to do with this variation (Coser,
1956). If the organization has a,relatively toose structure, conflict can erupt easaly but
because personal allegnance shifts from one_conflict to ahdther, major divisions do not
, form. Confhét )s @ tension-management mechanism in_such structures. But in a rigidly
tructured organization, there are fewer outlets for the expression of disagreements and
when conflict breaks out, major divisions form among the groups involved,

112
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. These two basic models help to lxDose the main d’?ferences in. nderlymg assump-
tions that we can make about organfzanons. Orgamzatlons quite po ibly differ among
themsefves in the ree to which they conform to each model. FurtHer, some parts of a T
given organization may be more like the rational model, while others function more like
} the organic model. These dlfferences alsc might change over time or with chandes in the
environment. There mdy be some effegnve u.omgromase between the tivo models. Se, the
models can be useful fog compari veral schools in a given city, epartments, grad
Leels, or echelons within avschool, or for dascribing historical changes.]  *
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But for. some purposes, it may be usefut to, focus on only one}fw‘a features of 115 A
these models when comparing orgamizations. Thefhain differences between t,wo organiza-

\—-.\;pm might hie In "t}weafgoals in thely systéms of tdination, in their authorny structure, y
Or in their products. So, let us consider son\e of thése more specific classnfncatlon systems,
.f.e, typologles ) \ ) .

A » . . te . . “

~ WHO BENEF‘ITS? One way of classifying orgénlzafLQns is based on their goals, or the
primary, beneficiary of the organization’s gagivities (Blau and Scott, 1962). la} in mytual
benefit associations—for example labor unIge's or teacher orgafiizatiops—the rank and file
participants are the primary beneficiariesa b} in business concerns, ‘benéfnqaanes &re the
owners or managers, (c) in service organi _})ns such as schaols and hospmals they are
the chients, and (d) in commonweal orgarﬂ{ayons such as police department.g public
at large benefits. Each type of organizatigh poses uniGue problems for its member}
example, employees encounter the most confhict between professional énd admmlstrau .
norms in service organizations where orgamzatnonal principles often rmpan’the profes AN
sional’s ability to render service to clients, ’ .o ; -

MEANS OF CONTROL. Argther typology has two dimensions (Etzioni, 1961) 117

1. The kinds of san\g;;s the-drganization employs—coercive (force), remunerative N
. (gwing members ey to participate), or normative (moral chastisement), and
2. Thedegree of membership igvolvement—alienative (negative toward the orgahiza-
tion), calculative (a neu;ral contractual relationship), and moral (positive commit-
ment to the values and activities of the organization). " -
The a.ongruent " cells of these two dimensions produce three types Of organizations. 118

Order ty?)e {coercive) orgbnizations, which consist of an alienated membership and
which use coercive forms of control, as exemplified by prisons or forceci labor .

camps, .
CN 2 Economnc -type (utiltanian) organizations, which rely on money to secure the efforts
| . of essennally neutral members, as exemplified by factories, and # -

. 3. Culture-type (nornmative) organizations, the members of which are morally, invoived
. with the norms and committed to the goals, as exemplified by universities, schools,

: clubs, fraternities, general hospitals, political organizations, labor uniens, voluntary
X . associations, and so forth, . .

| in several respects schools are more similar to other coercive organizanons than they 119
| are to churches or moral organizations. For example, qxen if we acknowledgé wide varia- N
| tvorlks in the nature of both schools and prisons, there are séme apparent similarities
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. Went At&ndance 1s compulsory for both students and prsoners, and the
orga uons hav 3 few options In selectrng their membership.
e Goals: The CUstod al goals (namely, to keep members aff the streets) frequently’
take precedence oNer the therapeutic, educayonal, or socialization goals.
o Supervision: Conmol is extendéd over the total Iife of both students and in-
mates, including re trictions on their freedom to move about the building, to
. obtain a drink of v* ter, to use restrooms, to dress as they wist,, misbehavior Is
entered in offival’ ecords ishment 1s not administered through the local
) v .system, and the |néiwtdual M&*\nted by a‘third party  ~ -
I % e+ Authority: There 8 ittle opportunity for elther students or jnmates to influence
- major policy decis ons
. e  Power: Both mrﬁat §and students are drscomaged from_organizing collectively
) for activities otherithan those sponscred by the organization, and their leaders
often are coopted fy the adminisiation as a condition for obtaining official _
recognition and 5up ort for their group activities (such as the newspaper),
" & Rules: .Life in both prisqns and schoals is highly routinized, with schedules ‘
standard 1ized for iny |vrdu s and/or classés of indwiduals.
o Careers: Promotnons are coRtingent on having served a specified Iength of time,
good behavior, andrewdent. of having achieved minimal skills necessary to
obtain work ugon léavrng the Brganizatian. ) '

»  Boundary maintenance: Relatives or other interested third parties cannot dbtarn
. enWeeinto the orgiﬁrzatron without permission and then only for spesifically
stated purposes or edertts, . .

126- ~HOW DID THE MEMBERS GET THERE? Sull another,typology Is based on the

. way members are. recruited: {8) whether the organization can select its own members; and
(b) whether the members can refuse to participate These twodimensions togethef form

four types of organiza 1ons {Carlson, 1964). In type I, the orgamzatlon selects members,
either by formal or inforgal means, and they parucipate on a voluntary basis. Private
universities, hospitals, and ars’ offloes are good.exam Many of the publicveretfare

" service units apply stringent in the selection of cliens, and the potential client

1zations of this tyr‘eqqcludlng puplic schools, state mental hospitals;
prisons. By law or tradition, clients of these organizations are required t0 pd
the organizations have httle ch&ice about which clients they will serve. Such organizati

. usually have been guaranteed survival they seldom have to compete for members, and
their funds are not usually tied to the qualityof perfarmance because the processes of
teachmg and learning are complex |ntang|ble and difficult to assess.

e, The typg,of orgahiz Lo W ould n}; kg 3 djfference 10, the _menmbers, For example,

121'\Zou would probably be“Teast motvaed to parficipate in types It and 1V Besadsé ybu
and other members did not n‘ecessarnly choose to be there. This lack of motivation, in

turn, would influence the attitudes of staff and members toward each other, their person- *

ahity make-up, prestige of the work, and the way In which resources are used Bureau-

cratic regulations are likely to be a major probiem in types |1 and V. Because such orgari-

-1zations do not control admission, they probably will not rely on thevoluntary compli-
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. ance of members (who may not share objectives). One response is to segregate the less
A motivated members in . “dumping grounds” {as iflustrated by some vocational programs n

high schoools). -

b S
»

TECHNIQUE. Organizations also can be classified accurding to the relnab‘ility of the
’ technology used and the diversity of the raw materials and problems dealt with (Perrow,

1970). For example, a craft 1s an industry that relies on rather uncertain technigues to
.handie routine problems, Engmeenng firms, on the other hand, apply relisble tech-
niques to a variety of problems. The typafogy can be applied to both product manu-
facturing firms and people-changing (serwce) organizations. ) '

.In people-changing organizations, “reliabjlity of the technology’’ means the degree 1o 353
whnch the.problems of clfgnts ire understood and therefore can be dealt with. Using this
approach we can identify fourlypes of pebple-changing organizations.

L ’

, 1. Those with uniform clientele whose problems a[e not well understood fo[ example
«  ghetto schools) .
2. Those with uniform chentele whose problems dre weli understood (for example,
. ! “custod»al ipstitutions, vocational training)
- 3. Those ‘with nonuniform clientele whose problems are not well understood (for
example, schools in changmg nesghborhoods, psychiatric agencies)

4. Those with nonumform'chemele whaose problems are well understood (for example,
a programmed learmng school).

[
. ~

legrly boredom will be more of a problem for employees in type |l orgamzatlons Em-
ployees will probably be highly frustrated in types | and lli. Type \ should pose tech-
mcal chanenges .
L)

o

1 -

¢, TANGIBILITY OF’ PRODUCT Another approach to vnewmg, studymg, or cate- 124
' gotizing organizations is to c!assify them in terms of the degree td which the purpose of
the ofganization s profit/product, and the degree to which 1t 15 human services. This
could be stated as the qegree to which goals are tanglble precise, and easily measurable,
or Iess tang;ble imprecise, and mo difficult to measure Here are three examples

Auto TV washmg”‘machme -

<

. manufacturers  * ~
.

\ K .
Hospital, opera society

. adequatel'y'goals are achieved or

Precise goals, tangible product;
profit motive; easy to measure
exactly the extent to which goals
are bejng achieved.

Fairly precise goals; not-too-tangible
product; must keep accounts in the s
black; not 3o easy to measure how ‘\

refationship of goals to fiscal

Y. " accounting. v
' Schoal university, museum, ~  Rather general goals, largely
e “wélfare dgenee’ " et * . behavioralin: -nature;.prodyct is not . ]
. very tanglble and not easy t0 quantlfy, o~
L " * more emphasis on quality, but that
. remains intangible and difficult to .
N . ’ measure, isolate, attribute cause and
4 4 ° effegt.
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IS THAT ALL THERE 1S? Such typologies can iluminate certain features of organi-

. _zations and alert us to possible implications and problems. However, they oversimphify
and presume too much. Organizations are too complex to be adequately described with a

few copcepts. Fo)r example. in what respects does the public benefit more from police

, departments than police officers do? Do students benefit more from school than adminis-

trators or tgachers? Are employees the only ongs who beneéfit from labor unions? Is it

accurate to assurpe that parents of public school students have nothing to say about

where their children will attend sehool when we know that they often move, pay tuition

to another district, or send children to private school? Also, schools do have some con-
e trol, for example, they expel some students, "push out” others, send some to special
agencies, and use informal influence to recruit particularly favered students..

Moreover, it is misleading to place schools, hospltalg, churches, and the like in any
single category. Wide variations exist within each of these types of organizations, For
example, the level of moral involvement within even a single factory 1s likely to be higher
for professionals in the research department than for assembly-line workers. Or consider
how the many differences between a one-room schoojhouse and a pubjic school fin New
York City would affect how schools”” are categorized. Moreover, although An some
schools the students might be morally commutted to the goals {such &5 in sdme elite
" suburban schools), other schools are far more utilitarian. They try to bargal N

student’s attention by offering a sports program, ro homework, easy grades, or
local industries. Also the teachers i Ptilitarian-ty pe schools are less highly committ
, their teaching careers. .Discipline, as ‘well as other problems, and dropout rates among
students m utilitarian type high schools refiect a high degree of alienation or, at best,
calculative ihvolvement. ot
" This criticism does not mean that the typologies are not useful. They help explain,
.and provide Insights info the variations among ho$pitals, schools, churches. etc. For ex-
fe, In one study.it was found that there is variability in comphance patterns among
different levels of schools dModgkins and Herriott, 1970). A normative relationship,
indicated in Etzioni's typology, was found between teachers and principals at the lower
grades of elementary schools, where teachers participated more in staff decisions and
yvere more closely supervised. At the upper graqes, the schools were utilitarian,

'y
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'WHAT DIFFERENCE DOES THE‘SOC\AL ENVIRONMENT MAKE?

Perhaps we have given the impression that organizations exist in a vacuum, and, of
course, that 1s not so. Organizations are shaped by, and in turn affect, their environments.
In fact the way an orgagization i1s organized can make a big difference to each of us &~
citizens and as members. We have noted that excessive standatdization might reduce our
ability to gain aceess to the organization or might reduce its réspons:veness to our wishes
as atizens. Low-intome people, in particular, often have difficulty with large service
organizations (Sjoberg. Brymer, and Farris, 1966). They generally lack kndwledge about
how to manipulate bureaucratic rules and procedures to their advantage and they usually
deal with people at the lower levels of the organization who are most constrained by the
a rules. Some authors believe lower (lass clients have special difficulties in dealing with
e deopig o the impessgnol IavéL—a,l&vel charactenstiggpf bureaucratic service organizations.
» Ali of these characteristics reinforce feelnﬁ@a of ahMation among’ lower -class pseple, . «
Conversely, the social environment shapes organizations. For example, service organi
zations that serve luw-income peoplg often have less quglifaed staffs than thgse that serve

v

129

r

ERIC

Full Tt Provided by ERIC.




wealthler chientele. One study wg}ested\that Jumor high schools serving lower-class
students make greater use of rules governing teacher behavior-than schools i in middle-class
neighborhoods. This illustrates how orgamzauo adapt to their local communities
(Anderson, 1968). R5‘\ S
S i . ST T~
* The Problem of Balance . ) ‘
. Organizations st bajance a deucate relationship with the local community. If they
become too autonomous they run the risk of losing touch with their constituencies e
which pay the cost of their services or products Qn the other hand, organizations need
some autonomy. For example schools need some autonomy from parents in order to
maintain standargls ‘of objectrvny in dealing with students, determining.curriculum and
instructional procedures, setting learning expectations, evaluating, and‘gtading students.
How is this baldnce maintained? Various “linkage mechanisms’’ are which,.in
" schools, include visiting teachers, neighborhood centers, Parent Teacher Wsgociation,
voluntary workers from the local community and the like. One study indicated that
where citizens are already closely involved with a school (as is the case in some middle-
\ .class neighborhoods}, the school tries to incredse the social distance {Litwak and Me‘yer
\ 1974). A teacher 1n such a school would not be expected to work closely with parents.
". On the other hand, where social distance 1s pﬂ,}sumably already high, as in some lower-
class neighborfioods, the schools use more |ﬂmat|ve to reduce the social distance. A
teasher mjght be expected to visit homes, for @xample.
However, it seems unrealistic to expect/ that an orgamzaUOn will voluntarily seek
—  more-ceatact with citizens unless it does nof have to give up‘control. When orgamzauons
voluntarily reach out, they are not necessarily extending opportunities to citizens to in-
fiuence their policies. More hkely, they are attempting to c@pt the citizens or other-
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wise extend their own control. ¢

., Beyond the Local Community

Sometimes the local communlty is nof }he mam; ‘force aeting on organizations.
- Organization$ are alse a#fectéd by regional varﬁatlons and national influences. One study
showed that schools in the,_gaore moder nized regions of the country had higher propor-
“tions of teachers with master's degrees, and higher academic achievement by students
“{Herriott and Hodgkins, 1973}, Also, schools in the less modernized parts of the country,
for example in the rural south, u,hqnge more slowly than schools in other parts of the
country (Corwin, 1973). There is a strong sense of fundamentalism or tradition in the less
modermuzed regions. However, while fundame talist values do help to protect the less
medernized schools from unpianned change, Ahese schools seem to be more vulnerable
to change deliberately introduced by new teacher-interns in the Teacher Corps than
schools in the modernuEd areas (Edelfelt, 1974). The latter schools had more effective
sk(u«,tural defenses agamst the inters, such as a centralized administration, strong teacher
organizations, and better trained teachers.

What determines whether employees are more influenced by ‘local, regnonal or na
tionat influences? It depends partly on the other organizations with which employees are
. associated. A junior high school nsiassocnated with other schodls in the system—a variety

of "feeder” 9Iememary schools frém which it recruits studemS)ne’or more high schools
, to which 1t promotes students, apd the like. In addition, it nust deal with commumty

- ~pw adytsQry, grQups, tax grqups mter d in school bond issues, firms that employ its g;pd
uates, courts, social work agenties, poltse, and many other -organizations in a];c;mmunjty.
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135 Many of these organizations are locally based, but others are based outside the com-
mynity—accrediting and testing agencies, textbook. publishers, government agencies, -

teacher training institutions, professional erganizations, and more. The fact that a school
is tied Into such nationwide networks often acts as a conservative force on education. For
_example, If teachers In a school want to make @ major change, they may run into prob-
lems with the accrediting agency, or the proper textbooks may be unavailable, or the

\ teachers may be untrained for this particular innovation {(Wayland, 1964) On the other

hand, these national networks sometimes have deliberately promoted Lhange One such

network, consisting of the National Science Foundation, committees of university pro-
fessors, textbook publishers, dAd private agencies, induced a significant chahge by intro-
ducing modern mathematics into most schools in this country (Clark, 1965). The Teacher

Corps 1s another example of a loose network of organizations affiliated for the purpose of

improving teacher traming (Corwin, 1973). In sum, the ability of members of a local

organization to respond to lowal community influences will depend partly on the number
anthatluence of organization’s in its network that are based outside the community.

136 The 0 ltan background of the members is another factor that will influence
an organization’s responsvaiess 1o the local community. Organizations staffed primarily
by people from the local community probably will be more responsive to community
pressures than if the staff comes predominantly from outside the region. One study indr-
cated that superintendents who were promoted from inside devoted most of their activi-
ties to enforcing existing rules and did not attempt to modify or redefine the Lommit- g
ments of the sthool system (Carlsun, 1962). Those who were hired from the outside, on
the other hand, attempted to make major changes, such as introduuing kindergartens or
school social workers. This does not medh that the outsider is the cause of these changes,
because often a school board hires outsiders only when 1t Is ready for a change
137 Finally, some organizations afe less vulnerable to pressures than others because they

have developed effective strategies to resist local |nf|uer\r.e For example, schools often

have been able to coopt community groups, such as rhe PTA, which can serve as a
“front” to support proposals that a principal alone could not get the school board to

, approve (Cofwin, 1967). Superintendents sometimes are abfe fo coopt their school boards
because (a) board members often do not have identifiable constltuenues that watch the

board members and mdake their desires known, and (b) the superintendent has more time,

. information, and experience 1o deal with matters, Lausing boards to defer to superin

. tendents (Kerr, 1964).

%\HOW CAN A PERSON DEAL WITH ORGANIZATIONS?

v Untl now we have been Lontentrating un how Jifferent types of organr/dtlons func-
N tion, Understandiny this belps us tu explain and perhdps even to predict events and prob
lems that would otherwise seem” puszhing. However, there are Limes when simplg under
stc&gmg 1s not enough. We feel cumpelled to tdke action, What options are open td us as
individuals and as members of the organization? 4

‘

A

Personal Copmg Strategies

_Each indvidual has o «huice o Strategies in dealing with an organization. Dependlng
on whethe/he indwidual subscribes to the yuals uf the organization and/or 1ts proce-
dures, he er’she may choose as follows (Merton, 1957)

. e To conform that 1s, to subscribe to both goals and procedures
e Toinnovate, that is, 10 subscribe to the goals bt reject the procedures

- o Tepa, o v
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e Toconform rltuallstlca/ly, that is, to reject the goals but conform to the pro-
cedures
To retreat, that is, t“ﬁe;ect bom the goals and the procedures

To rebel, thdt is, to reject both goals and procedures and attempt to sub- .
titute a new set of goals and procedures. , N

The strategwlbat ‘one chooses for a particular situation depends upon a variety of 14
considerations in addrtromlo one's personality, including social pressures, status within
the organization, options to leave the organwzation, and so_ph}strcatron about how organi
zatrons operate. - ’

Socral pressures are the feelings that a person has bésed on the actions, attitudes,
and expectations of one’s friends or fellow workers. The rxmportance of social pressure
was illustrated in a study of a teachers’ strike in New York City {Cole, 1969). Whether or
not a teacher went out on strike depended largely on whether the teacher's friends sup-
ported the sirike. Even individuals who were not personally predisposed to support the

-

" strike drd\strrke if most of their friends supported it..

Status 1s the deference and respect grafited to a person by his fellow workers based ,,,
not solely on one's actual position but often on a pegson’s willingness to take risks.
People at the bottom of the.hserarchy have little to lose and much to gain from taking
risks mvolved n innovation or rebellion. Also, peOpIe at the very top of the organization
can afford to take some risks, not only are’ they expected to,exert leadership, but also,
because of theif high status, they can afford‘ to be wrong occasionally without loss of
fac€. The persoﬁ in the middle of the hierarchy 1s 1n a more tenuous posstion with a great
deal to lose. He or she is likely tqconform (Blau, 1964); ) ,

Options are the choices a person feels are open. Some people have become very ;43
dependent on the organizations that employ themn perhaps because they are too old or
their skills are too obsolete to secure 2 comparable job elsewhere, or perhaps they are |
reluctant to leave then friends, nerghbors or colleagues. But other people have a variety
of job options and are willing to move 1f necessary. Such options provide a margin for
taking some risks (Corwin, 1976). ’ It

To summarize, a person with very.few options, who occupies a middle-level position ;44
wighin his or her organization and who 1s under pressure from friends and cohleagues to
conform, IS lrkely to conform. The person with more options, who is in a position at the
top or near the bottom of, the organization and whose friends and colleagues support non-
conformitg s 1n a posmon to innovate or rebel. People with som of these chracteris-
tics, but not others ‘probably will retreat. - !

SOPHIST!CATION ABOUT ORGANIZATIONS Aside from an individua) being ina
position to take nsks there is still a question about the strategy that will be most effec~
tive. It 1s,0n the question of sirategy that individuals often misjudge the situation. In a,
study of early cycles of the Teacher Corps, 1t was found that the more rebellious the
interns were, the less the schools uhang&% (Corwin, 1973). The rébellious interns probably
would have been more effeclrve in impjementing change if they had analyzed the situa-
tion, including thewr own posmun init, 3nd if they had a t.learer.understandmg about how
organizations do m.hange -Let s c.onsrde innovation strategies in more detail.

HOW DO ORGANIZATIONS Ck ANGE? N R '
Probably most people would agieg that no matter how well their organization is

146
now operating, 1t could be improved. Some individuals or groups are more |ntent on
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changlnMNQ[ganlzatton than others. Some reformists advocate wholesale change,

others prefer a stcp-by-step—piecemeal plan, Some reformists are patient and adopt an

evolutidnary perspective, others are impatiegt and advocate radical methods. In effect,

each of these groups operates with different thfiories about orgamizations and with dif-

- ferent theories about how they change. The fact 1s that most reform today must be put

. into effect by and through organized groups and, therefore, any reform effort will be sub

ject to the forces and constraints that govern complex social systems. Befdre any of us

N tnies reform, we should first, become students of organizational change, which ultimately
means students of organizatién. ’

N

s This the Moment? ' ’ )

Reform is an idea whose time has come, That Is, change takes place as part of a larger
procéss and cannot be implemented until the situation 1s ripe—until certain conditions are
present. In one model of change, those conditions can be seen in stages. .- -

Stage 1 The abjhity of an organization as presently structured lags behind new demandso
., made of 1t, that is, behind public expectatlons
. StageJ. A cnisis develops from this strain between the public demand and the organi-
.:-" zation's ability to deliver, and leaders, who in normal times are under conservative
" pressures, are expected to innovater’ :
Stage 3. Groups outside the organization provide incentives for and pressure on the
- . ofganization 1o change Eventugg&they form coalitions with progressive members of
the organtzatton wha oppose the eonservative leaders#ip. T his outside support gives
the Inside chaliengers-extra leverage agatnst conservative opposition.
.?qStage 4 Resistance takes the form of superﬂclal change disinterest, sabotage, piecemeal
acceptance, or rejection of larger plans and addmg to existing programs rather than
& transforming them. . 3 :
Stage 5. Various forms of the nnovation evolve, most become extinct or Indistinguish
- able from existing forms, but through natural selection, an optimal match occurs
- between some hybrids and local conditions. ' )
Stage 6. Once established, the innovation becomes routinized @nd subject to the same
forces that created the need for it. Most of today s pratctices are yesterday’s innova-
tions.

%

How to Do |t . N

Wiiters have advocated a variety of approaches to changing organiZations (Corwin,
1973 pp. 24&56) For example, it has been postulated that an organization can be more
easny changed:

e 1f it s Invaded. by liberal, creative, and unconventional outsiders with fresh

perspectives .
e f those outsnders are exposed to creative, competent, flexlbte socialization

agents .
. lf 1t s staffed by young, tlexible, supportive, and competent boundary per»
, * sonnel or ""gatekeepers’ . .. ’
e f 1t s structurally complex and decentralized (.e., employees partcipate in
decisions} . . .

«
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e if1thasoutside funds to provide the organizational slack necessary, to lessen the
cost of inndvation . .

e ifts members hafe posmons that are sufflcnently secure and protected from
\ the status risks invalved in change . ‘

»* if it Is located in a changing, modern urbamzed settmg where 11 151 close co- .
operatjon with a coalition of pther cosmopolitan organizations that can supple-
. ment its skills and resources . . . p. 255). .

It should be clear that organizational reforms a comphcated process that should nat 4 44
be undertaken without serious study and reflectlon A combination of approaches is re-
quired in most cades. We should be wary of strategists who promise simple solutnons to
complicated problems. Poorly planned strategles can eastly backflre For example the
attempt, to use Teacher Corps interns as "'change agents (wa the replacement stfategy ) in
the,early cycles did not work. . » .t

. -

The ,attempt to unite the chang&agent roles with the apprentlceshlp system placed the

interns in a precarious position between two powerful organizations. They were repressnta-
R tives of the outside organization in the schools but coutd count on hittle direct support from

, . remote university professors. also they were directly supervised by defensive teachers.
Senstng this resistance to them, and often finding the schdols conservative toward change, in

., most programs a vocal minority of interns resorted to confrontation tactics. However, the

conflict theory of change presumes a balance of power which did not exist in this case.As
inexperienced newcomers 1o the profession, still in training and temporarily assigned to

Y schools under direct supervision of experienced teachers, the interns could not gain leverage

within the schools—even though, ironically, these very characteristics enabled them to

in-

tain the autonomy which encouraged them to
did the interns constitute a sufficiently critidal m

e risks involved in promoting change
in any of the schools to provtde power N

from numbers or to promote the development of a strong peer groug. They ware so out-
numbered and overwhelmed by the structural defenses available to the school adminis-
trators and teachers that the schools were able to neutralize their efforts. Indeed, the
interns’ militancy gave the teachers |jttie latitude to compromise without jeopardizing their
authonity, which created a win-lose situation. Teachers retaliated by completely withdraw-
Ing their support for interns’ proposals. Thus, w hile some change accomparniied conflict, the
fact that interns had little leverage with which to wage a successful conflict helps sxplain
the negative correlation between technological change and the proportion of Ilberal arts
interns In the program {Corwin, 1973, p. 278).

.

WHERE DOES THIS LEAVE US? .

In these pages, we have been able to provide only a brief overview of perspectives en ;g4
‘prganizations. We have tried to gear our discussion to the typical person who has_dealt
with many types of organizatiors during the course of his or her life, but who has not had
an apportunity to thmk systematically about the assumptions used In coping with them,

The concepts and pnncnples lntroduged hgre represent only a modest begmnlng, but we
hope that the reader’s cuniosity has bein aroused and that he or, she appreciates the
potental of such study for life and career. Most of all, we-pope that the reader w1|l ;om
us in extending and applying this knowledge to everyday life.” , :

ldeally, a student of organizations will be able to make more deliberate, lnformed, ‘151
and constructive decisions, This first volume is designed to assnst such students in be
ginning that process. Toward this end, we have added some referent.es abstracts, and a
bibhiography to faculltatt;/ exploration and, if the reader would like to try writing a case
study, we have provided some suggestions. This is the first, an overview volume, of a
series of volumes that explore in great depth many of the issues raised here,

Q . 4
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< structional procé‘gs suggested, for preserfing thé matevials reléwarit 16 studying organizai
+ ~tions..in Part 1}, Ronald Corwin and Fqy Edelfelt defined’and discussed® some key con-
.- ¢ cepts necesédty for understanding orgénizations. The purpose of this section is to desgribe
some possible aotivities that might help familjarize particjpants with' thé coricepts irtPart - +
~ Hiand eneourageihem:omest»argdﬂ_a’pply their Rno@vléd\ge.‘A‘ surmmary of the‘suggested °
-actvitles is followed by suggested procedures and ottherjn%rmat'lon needed to carry out-
eachexercise. . o K " . Lot s T ’
- The instructdr shauld select, activities in.the order that'best suits parti'c,ipantle"vel of -
—__ _ awareness. and .tbé‘mstructaonal pufpose._ Gengrany, the intention is to Presept ac'tiv’\t‘ies" )
s0 that the"participant begins with what he or shealready knows, then’ fpeets naw-con-’
cepts and explores some of those concepts in depth. The ihstruct_o.r‘ or the participant

* . ! will probably Want to’madify or add to the list of activijies offered. ' - ~

2 '! N ~
SUMMARY OF ACTIVITIES ©
" 1. Diaw an Orgahization An introductory exercise. - ' ;
'2. Life in Organizations. Reading about and discussing organizations, .
. & 3. Terry Trevors. Applyihg what has been learned about %rganiz_ations'to a\!asefstuﬁy.

) ~ -

. L4 £

- 4. Bridge on the River Kwai: Applying what hds been lear ed 6 a feature-length film?, _ ! , '

5. Vignettes. Exploring some congepts in gredter detail. . .

.y . i
6. Up Against the Organization. Relating learning about '10rga|’i‘|zanons~ to personal.
, -experience. “ ) . : Lt . R

-

7. Research Studying independently Some references to be used’ for"inFiepender;‘t‘

study appear, in Ap'ger(qi)( A, Bibliography, and,at the end of?ant 1 e
S ) . - - . ’; . - ~ :I ..
‘ N Actiyity 1— - :
, Lot ; .- Nl e . ,
. L Draw an Organjzation .

Fhe .purpose of this activity is to assist part‘iéiﬁ@nts as’ they begid_ to develop an
.. understanding of organizations, I{1s ass‘umed\tr‘iat éveryone)ps‘Sané kpowledge of organ-
1zations from direct experiences, whether those experiences were posi*iveor hegatlve."v
"belonged and to consider what they did as members, hat the organization did, how it \
got §farted, and-how st operated. They should begin o imagine how they Fight graph-
4 ically represent the o:gapization they have §e_lected‘£ C nsiQera}io,gi of the?gllowing steps

Y rrmgaﬁybehelp'ful:‘ ) . ) oL T .

e Draw an organization you have been considering. (The instructor should prp-"" N
vide chart paper and marking pens.) Use pictures, words, or symbols if your * °
\ ) . . *

Barticipants are directed first to recall some of the organigatio ns to which they have \

.
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N 1“ E o ‘imporsant élemems of the ofgamzatnoq, (10,mmutes) , ;
.:, S Bhow your drawmg té others in.the group Explam what the draing depicts. 4
toae ,‘ en’ Gr0up'membecs may ‘ask questiosts to help ypu further define the Qrgan 12ation
. ;‘«-,f. -1 wouvhave deseribed. {5 minutes for eaeh partnc:pam) .
L1 oy
- Al *v

g r 5F?e'\uea\nlktklf.e dpawmg§ pf agch group memben, formulate a definition of organi-
v _1:?' . S, ‘;aagoh and, h(ng gommon chan:auerlsncs of organizations that the participants
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EL . Pos; the d(awmg_s and the chart S0 that other groups may see them., <
T ‘Par’t)ctpamgwall proceed- ext to the reading of Part i1, ’They wnII match their defini-” s,

o, -\tlon and the st of common Lharauensms with those provlded in Part I, After readmg
. _ grqpp members may gev:ge their griginal defmmqr\ and may add to the hst of charac- |
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Onoe pa[ncrpams Interest m studymg orgamzatw)ns has been stimulgted and they
" have, deve!oped they own defmmons and list'of ‘eharacteristigs, they wall be ready» 1o read
. Part W, %ife in Orgamzatlons On ,the #iist reading they, should- Tocate the authors” ¢
definition of organization and compare It 10 thetr own. Théy should-see how many char-
~acteristics they identified as’ common to all orgarfuatlons are also described by Corwin
_ and Edelfe\lt On the basis of their Jeadfng students should be-encouraged to review, .

revise, and \add to Tthe charts they developed dunng the first actmfy, ‘Draw an Orgamz.a
tioh.”” "~ W\ ° Cowd

.'\ e
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. Aftér/redding Llfe in Orlfjanlzatlons pamcapants “wiil be engagmg invarious activi-,
"5~ ties deseribed, n this secuén Folloymg dach activity. pdrticipants should be encouraged
¢ “to review the appropnate secuons of; Pan {}. The following chart on coricepts will help »

" both pammpants and”’ |nstructom relate thelr readmg mn Part 1 to the actuvntl‘é‘s thev 2
= undertake. .
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1. Reasons for studying organizations 131 X o -
2. Complexities of belonging o N P
organizations . 22.27? x x x
3. Professional employees, work 18-19
group organizations c . {2527 x x » x
" 4,  Oefimuon of orgamzation, .
formalinformat 2832 ¢ x x x x x |' - \
5. Organization gou’ls ?:f4 X x
. ‘6. Social systems ‘e 40 . X
- 7. Bureaucracy 4149 x x .| x M x ¢
8. Organization theory 50-56 4’ X
9. . ‘Approaches tostudying ! B .
~ “organizations 57.64 | . x g
~10.  Ipdividual énd the organrzation 65-67 o x x x ’
- 11.  Key f8atures of orgamizations , 68-70 x x x .
Verucal dimensions M . x x x '\
« T~  Power e | 72 x x
—  Authority 73 X X x v
- - Responsibifity N 74 x x te ‘
., < Presuge 75 x - \
—1 Esteem w’ x |"x | LI
\ . — Compstence 77 4 o x 3 L - - \
— -Status inconsistency 7881« X x ‘
t —  Emulation 82,83 - x X x .
~  Delegation , 84 x ~ .
—  Slippage * * N 85-86 N X
Horzontal dimensions 87 x
. = Zonssof autonomy 88.90 e . x
- —  Power - - 9 4 x aly -
Integrating dimensions - 92,103 x . ) .
- ~  Standardization 9398 . x x ¢ ) ol
N o Diret:} supervision , 99 x X
—~  Mutudal adjustment:, 100
< - Scheduling - 101 -
. ~ - ‘Re‘pomng ~ 102 x "
12.  Kinds of orgepizations ' 104 1 . .
o Models . 105, 109; B Y . -
: 110, 112-14 x v
' —  Rauonal model ‘ 106-107 1 x . .
+ —  Orgsnic mode! L io8 . ! "
* = Muddie ground modei ~1 - ! . Y
o ' . ’ N o .-‘ \
Typologies 115, 125-27 x AT .
~  Bepeficiary 116 x - < ’ >
- Meang of control N RAL) x N . .
=~ Mgmbership 120-21 x" ' . ¢ .
— . Techmiques 122:23 x . ‘
— .Tangibiinty of produgt * 124 ‘% '
NPT * Sociabenvironment 128-37 " x ’ . x
v 14, Conformuty  ° 137 x , . ’
. 15, - Coping strategies 138-45 - x |. x
16.  Orgamization c‘ha\r:ge . 146-49 . x © x x
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. /wt rf?nly the best case fof the purpose, and the reader may wish to fmd or write

E

o~ Activity 3~ \é
. B}&yTF&ué %S’equentlzﬂ ase’Study

Concepts and ideas often can beeffectively lllustrated and illuminated through ca
stu ies. Portraying. some concrete ¢ cumstances rroundmg 3 prapblem serves as/a
comimon ground for duscu;suon ar}d betause participants are not directly affected by the
case, they can learn from it in ngnthreatening ways, They also can gam some perspec tive
on their own problems as they\t/jvé their hand at writing an accowunt of cases with which

i

they are familiar. |
* The sefectéd for discussion here has been intluded for illustrative purposes. It is

othersthat are more appropnate l)lor would we sugge§t that our analysis is the onl'y one
possible. Each analyst will bring a personal perspective. What is nmportant,, is that in the
process of reflect“ng on a case, abStract concepts and nde?s takeon adquhal qnmensuons
of meaning and sngnlflcance \| ’ } " /

o 0. - 5 ’ //

SUGGESTIONS FOR USE OF THE CASE ' A

"Terry Trevors‘ IS @ case study that gnves the participant an e);cellent opportunity
to identify characteristics of orgahizations and organizational nérms and to examine role *
conflict and coping strategies. The case is sequential and contains three parts (A, B, and
C} which are distributed and discussed indivudually Because participants review one part_
of the' case at a time, they are able to discuss the problem and suggest alternative solu- .
tions and themmgompare their responses to those of the ;ha{cters in the case. The sequen-
tial approachﬂ;Xows participants to consider only small amounts of material at a time. '
Somg suggestions for ways in, which the case may be used are described below. The sug-
-gestions are followed by a review and analysis of the case and a copy JF the case study.

H)

®_ The instructor might begin by reviewing the case study and the analysis in’
order to plan its introduction to participants and to plan the discussions that
will follow each part of the case. If possible, we suggest that discussions,be in
small groups of 8-12 people. Partncnpants should knbw that the case represents
one technique far applying the knowledqe they have been acquiring. They
should be encouyaged to examine Terry’s problen from an organizational as
well as'a personal\point of view. . ’
* The following.procedure is one possible way to work through the case.

1. Distribute Part A, Read, discuss and identify the problems iliustrated.

2 Distribute Part B. (It may be more appropriate to distribute and read parts
A and B before any discussion.) Read and discuss parts A and B, usmg
the follawing questlor)s
—  How would you descrlbe the problem(s) in this case? What organi-
zational characterlstlcs are contributing to the problem(s)? :
What additional questlons would you raise to Obtaln the mformanon
. necessary to understand this sntuatlon7

In what ways could ths problem best be dealt with?

What strategies could Terry use to cope with the problem7 What
would you do in this situation? Why? «

" — « What are the soyrces of pressure acting on the individuals and groups
- ¢ in the case? .
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. — What are the key characteristics of the organizations involved?
~ What organizational norms ar€ in play?
32 Distribute part C Read and discuss part C, using thé following guestions as
» aguide.

*—  Does your analysis of the srtuauon change with the addmonal informa-
tion? How? .

— How would you describe the problems now? What orgamzauonal
characteristics are contributing to the problems?

—  What strategies could Terry use to cope wrtﬁ/the problern7 What would

you do now? /

— What additional information would you need to completely analyze .~
the problem? -

— Dovyou perceive Terry to be a male or a female? How does your percep-
*~ tion affect your analysis?
4, Summarize the case.

The instructor may choose to follow this procedure with some variations. Parts A
z{ ) might be distributed before the group, meets to discuss the case, and each member
may“prepare an initial analysis. When the group meets, the discussion mrgr)t be started
by“ several participants, each presenting his or her nitial analysis. The other group
members may then join the discussion. /

if appropriate to the flow of instruction, participants may srrgply r’ecerve the case
one part at 3 ime in class. After discussing parts A and B, they might enjoy preparing a
written projection of what Is likely to occur in part C. Upon receipt of part C they would
cornpare their responses to the real case, and then proceed to a dnscussron of the ques
tions provided. . -

. To achieve some measure of closure, 1t will be important to generalize about the
analysitof the case. The group may refer to the list of major concepts as an aid. Either
“the instructor, the participants, or both may choose to offer the conciuding statements
*which may lnclude drawing comparjsons with the analyses of other case studres fims, or
simulations. References to concepts loped In Part |{ should also be encouraged {The
group may be" informed that this case stu s true and is still pending in the courts in
Washin’gton State.)

+ ’ - 1 J
Terry Trevors—Part A
by Dale Troxel

. Terry Trevors was a social studies teacher widely reputed to be the most Irberal of
the more than 300 teachers in the communny sentor high. For five yeal»Terry had been
teaching 1n the sthool, whose administration and faculty, like the community itself, were
notably conservative. However, throughout this period, Terry's ligeral views were gen-
erally considered harmless and were tolerated in degrees ranging from good-natured to
grudging. In fact, Terry was twice elected by colleagues to the board of directors of the
local education associat(én. Before emotions in the community became heated, Terry
could have remained known as merely another ““warmed over New Dealer” and reured
uneventfully in the year 2000.

In November 1965, however, Terry wat elected vice chairperson bf the county
chaptet of the American Civil Lrbertles Union (ACLU) and from November 1966 to~
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_November 1969 served as chairperson. As an ACLU official, Terry became jnvolved ina
" number of controversial issues that were Lommon 1o Amencas general unrest at that
period, and gradually became a figure on whom local reaction to societalunrest focused.

The following 1ssues were among th'ose in which Terry as an ACLY official became
involved with the school system from an adversary position

e Can students be required to salute the American flag? (The Upited States
Supreme Court had ruled in 1943 that students could not be rgquired to do
$0.) )

e Can aschool dress code be imposed other than for reasons of health or safety?

- [As aresult of an opinion rendered by the state attorney general, the school
. district abandoned this practice.)

e Canapublic school direct a student to remove a peace medallion? (This issue
arose a few weeks after the Supreme Court had ruled that only in situations
where a button would substantially disrupt classes could a student be required
to remave 1t.)

e Can a public school expel a pregnant student who has been married for 10
months?-
Can a public school confiscate a school pemlon that is causing no disruption?
Can a public stchool prohibit distribution of underground newspapers?
Shguld the principal of 4 public high school pressure a teacher 10 withdraw an
invitation*td™the ACLU charrperson to speak about the organization
to an after-schoclfextracurricular group?

Terry handled severa\ of these matters confidentially so that only a few of them
became known to the general public. Some were not even known to the school board.
However, although they were minur issues, each of them generated hostility from at least
certain members of the school system and the community.

Two other ACLU 1ssues that Terry became involved in generated pubhcly intense

, controversies that focused a great deal of attention on Terry personally. The first instance
.was when Terry publiLly defended the contention of the ACLU that adult sale and use of
marijuana should be legal, The second instance ventered around the general question of
religious practice in the public schools and involved such u,onvenuons of the local school

" system as the following ‘

.

e sponsoring and conducting baccalaureate exercises of a religious nature in

) violation of a 1962 opinion of the state attorney general;

e maintaining a student chaplain in contradiction of the opinion of another
attorney general that su¢h chaplams violate the federal constifution,

e Lonunuing religious standards for recipients of two honarary student\awards
and inguiring into the rehgcous beliefs of students before determining eligibility
for those awards.

T‘erry raised these religious issues in the spring of 1966 and again 1n the summer of
1967, causing Intensely emotional arguments among the men and women of the high
schogl faculty. When the ACLU ‘threatened to bring suit in June 1968, the opposition to
Terr%s ACLU activities reached its height. Within a single week, Terry was denounced
by the local Chamber of Commerce, the mayor, and the president of the ministerial
association. The local newspaper, which was generally*hostile to the national, state, and
local purposes of the ACLU, carried about 70 articles and letters regarding this contro-
Versy. T!\e school district continued to enjoy the support of the majority of the articulate
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public, although the means by which it had handled the situation had been referred to as

"devious" by several respected leaders. When confronted by the ACLU, the school aban- -+
- doned the practices in question rather than face a lawsuit. From that point forward, how-

ever, Terry was unpopular. The principal made veiled threats concerning Terry’s teaching

contract and appeared to have strong backing from the superintendent of schools

When questioned by colleagues at the high school concerning the ACLU activities

and the possibility that they conflicted with the continuation of a successful career In

teaching, Terry replied, "My political views.are my own affair, and | have aright guaran-

teed under the Constitution of the United States to continue expressing them,”

23
\

Terry Trevors—Part B

Terry Trevors was a high school social studies teacher who became well known in the
community as a result of a number of controversies centering around the American Civil
Liberties Umon (ACLU}, of which Terry was a local officer. Terry's personal relationships
with both male and female studems in the high school were generally friendly, and 1t was
not uncgmmon for studehts 1o vrsn; Terry's house. The Winter 1969 issue of the Canadian
‘Education Quarterly, a magazine about schools, carried an underground article by Jerry
Farber, which was entitled "' The Student as Nigger."" |t denounced American education n
very coarse and radical language. After feceming .copies from a local college student In
1969, Terry permitted any high school student who asked for 1t to have a copy. In con-
versation with a colleague, Terry expressed the opinion that there was no reason for con-
cern about drstnbutmg the essay because 1t was merely giving students reading material
that they had requBsted, a perfectly defensible activity from either an individual or an

r‘ educational pomt uf view. Terry also expressed the ocpinion that having drstrlbuted copies
\ of the article was “’'no big deal.” The community disagreed.
t
|

The pressure on Terry personally was less intense than during a prevrous controversy
| that had occurred as a result of Terry's position regarding religion in the public schools,
& although more than 140 letters and articles concerning Terry and “The Student as

Nigger" did appear in the local press. Some 0( the newspaper coverage led readers to
concjude ncorrectly that thg Farber essay was part of Terry’s classroom curriculum and/
or that Terry was actually the author of the essay.- The essay was commonly believed to
refle.t the views of both Terry and the ACLU. Terry was incensed at local opinion,
having goud redson tu believe that at least four other teachers really did use “The Student
as Nigger” as part of their curriculum without receiving such notoriety or criticism.

The majonity of Terry’s critics were neither fundamentalists nor, members of the
John Birch Society However, the latter group, some of whose members had engaged in a
jocal Lampaign the previous spring to publicize therr ided that the ACLU was a commu-
nist orgdnization, initiated and coordindted o movement to have Terry dismissed from the
high school. An ad hou group called the Civic Educdtion Committee was formed. lts
spokesman described 1t as Lonservative. Two of its 13 members were officers of the local
chapter of the John Birch Seuiety. The Civic Education Committee composed and, cir-
culated a petition urging that Teqry be fired. 1t was signed by 500 members of the com-
munity, including a number of prominent local leaders, ’ a

Srmultdneopsly, Terry was warned by a friend that thé superintendent 'of schools ,
had heard that large numbers of students were visiting Terry's home, The supenmendem
had made 1t apparent to colleagues that this practice was considered Gnethical.

As Terry’s sixth year of teaching gt the high school ended in June the principal and
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the superintendent took the opportunity of aroutine evaluation meeting to call attention
1o what were referred to as flaws in Terry's teaching. At least two-thirds of the confer-
ence pertained to Terry's outside actvities. and the superintendent even stated that
Terry's teaching would be uonsudered much lﬁroved if Terry no longer took such an
active part in public affays. The principal asked if it was true that Terry was a cammunist
and an officer of the ACLU, alocal subversive orgamzauon

In October 1969, Terry was banned from Speakang at a neighboring high school, the

" principal of that school angrily explained the bart by sayjng, "My son in the Marine Corps

_does not approve of the ACLU, and | do not approve of the AQLU enther  What Terry
described as the "‘obvious absurdity of these comments and accusations” generally left
Terry angry, ‘but momentarily speechless. It seethed politically unwise 1o engage In an
open argument with any of these people, and Terry could think of no other means of
handling the situation. 2

"My relationships with my students mean a great deal to me,” Terry explained to a
friend in the education association. “"if | back down now, lill be violating everything |'ve
bekn trying to teach them,” & ¢ . ’

Y

. Terry Trevors—Part C \
>

N

Terry Trevors was a high school social studles teacher who was investigated by the
state education association for unethical conduct after distributing a controversial article
cailed "The Student as Nigger” to all students who had asked for it. Terry had previously
outraged same segments of the communuy by various activities as an officer of the 18cal

. chapter of the Amencan Civil Liberties Union (ACLU), and much of the community
hoped that the investigation of Unethical conduct would lead to Terry’s dismissal -

The professional rights and responsibilities commission of the state education agsocia-
tion conducted two days of hearings, interviewing 19 witnésses, only ong of whom was
walled by Terry. At the conclusion of the investigation, the state repo\r:;ot only cleared
Terry of the charge of unethical conduct, but also strongly criticized “tie administration
of the school district for abridging Terry's academic freedom. Havmg’beert led to believe,
by articles in the local newspaper, that the state investigation would put an end to the
controversy over Terry's activities, much of the community reacted with imtense anger
when Terry was cleared of all charges. The school district needeM little more 6 decide to
terfninate Terry's relationship with the school )

At the beginning .of the following school year, a new principal was appointed to
Terry's high school and arrived with instructions to "handle Terry firmly.” These |nstruc
tions soon became common knowledge among the teachers. Earlier, when the “nonissue”’
{in Terry's words) of "The Student as Nigger”” had arisen, Terry had been instructed to
no longer give anything to students that could be considered controversial and to submit
weekly lesson plans, which were not required of other teachers. ’ -

Terry was treated differently from the rest of the teachers in a varigty of othekways '’
as well. It was common practice for teachers to be granted permission to speak tg the
Kiwams Club during school hours. Terry had previously spoken with considerabie effect,
on the subject of academic freedom as 1t applied to Terry's own situation, 10 two busi
ness groups that met in the evening. When the Kiwanis requested that Terry address them
in the afternoon, however, the principal would not grant Terry permission toJéave.

Rumors began 1o circulate that Terry was a homosexual and, simultaneously, that
Terry had been engaging in illicit activities with students of the opposite sex. Without
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TERRY TREVORS

MAJOR CONCEPTS

Formal organization

Informal organization

Role conflict

Social environment

Bureaucracy '

Vertical Dimension of Organizations—(Hierarchy)
Power ’
Authority
Competence
Esteem

Integration of the Hierarghy
Emulation
Standardization ~
Supervision
Reporting

Typologies
Service organization
Coersion -
Membership

“Technique
" *  Tangibility of product

MAJOR CHARACTER .

®  Terry Trevors—A high school social studies teacher
and ACLU officer o

ORGANIZATIONS AND GROUPS

Schoo] facuity

School system .

Local education association IR
American Civi} Liberties Union (ACLU) -,
Community ‘.
Chamber of Commefce

-

. John Birch Society fé
Civic Education Commitite
State education association
Kiwanis Club

e &6 &6 & & &6 o & ¢ o o
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any apparent foundation, Terry was also accused of accepting bribes from students to
-~ +._postpone tests. In February the voters of the community turnéd down a special school
i Tevy, and the chairman of the school board cited Terry as one of the three reasons why
this had occurred. A few months later it was announced that Terry's teachjng contract
would not be renewed for the following year. The school board cited 29 reasons, begin-
ning with incompetence and ending with violation of an cld state law requiring teachers
to instruct their students in patriotism.

. THE CASE IN BRIEF ; ‘

Terry Trevors, 8 high school social studies teacher and an offiger in the local chapter
of the ACLU, was gen‘!QalIy congdgred by school staff and sgudenfs tobe a good teacher.
Du[nng six years as a teacher Terry became increasingly involved{in a number of contro-
versial issues ranging from the legalization of mariuana to academic freedom and indi-

syidual student rights. As the community became more aware fof Terry's activities and
opinians, groups and indwviduals began to denounce Terry And to demand dismissal.

Although the state education agency cleared Terry of the chf rge of unethical conduct,
the public continued to be cutraged and finally rejected a spgcial school levy. The school
system responded by blaming Terry in gart, by treating Terry differently from other
teachers, and by hmiting oppartunit.es available to Terry. Bventually unfounded rumors
were circulated and it was announced that Terry’s contract would not be renewed.

. TERRY TREVORS-A CASE ANALYSJS*

What features organizations are in play here? Since this case revolves around a
central person, we begin by considering Terry’s position. .

She* is an employee of the school district, and as a subordinate, she is subject to
the directives and evaluations of the administration This position places her at a power
disadvantage n several, respects. We saw how administrators were able to selectively
enforce rules about the use of a controversial book to Terry’s disadvantage, stop her
public apbearance, and ultimately, terminate her contract. .

Mevertheless, her position within the formal hierqrchy (reinforced with five years of
experience) also affords her discretion over reading assignments, and she i1s sufficiently
insulated and isolated from her supervisors that they were able to talerate her untl the
publicity forced them to take action. She was not closely supervised, officials often
defersing their actions until she Ldme up for penodic review. And even when 1t had been
decided to release her, she was not fired unul the contract expired. But, of course, she
was not entirely autonomaus, her actions reflected upon the school.

For all thewr power, the admuinistratorsmight-have had less distretion in this situation
than Terry As agents of the sthool board, the central administration formulated, and
then interpreted, policies to anticipate and reflect the views of influenual, vocal segments
of the communisty. The administration’s instructions to the new principal made 1t clear
that he was being watched and, In turn, was expecteu to emulate them by supervising
Terry more closely. But even such Jdehberate control w2~ not enough to counteract

. - *The namye, Terry, is used by both men 8nd women in our society. Was Terry a man of woman? We
have found that many people assume that Terry is a male, which perhaps reflects a general stereo
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immediately the natural organizational slack. Terry's actions had been tolerated for years

because of this slack, and became controversial precisely.because she chose to place her

n interpretations on the policies. This was possible not nly because she resisted the

policies, but also because they were sufficiently ambiguous to allow for some interpreta-

y tion) If we are to accept the report of the case writer as a complete picture, Terry seemed
to be'the only teacher 2t the school who was actually taking advantage of this slack
But there is more to understanding Terry's positiorf-than her ‘place in the formal
hierarchy. What other posﬁgnons does she hold, and how much protection and influence
‘do they yield? Furst, she isihighly esteemed by colleagues, and thus may have more sup-
port than is imphied by the case writer. How do we know she is esteemed? Recdl! that she
was twice elected by colleagues to an office in the local organization. She ism thanan -
employee. She i1s a professional employee, and her professional status provides some
leverage with the administration. While, unfortunately, we are not told how hgr col-
leagues felt about the administration’s tactics (and the implication is that they are all ~
conformists), 1sn't it likely that at least a few of these 300 teachers would be supportive
of Terry? We can be sure that because they could be threatened the a'dm\lnistration had to

consider h&r colleagues’ possible reactions as it dealt with Terry. ,

-~ Terry dlso holds another position of esteem and influence as an officer in a civic
_organization, the ACLU. This outside organization provided her with support (the
threatened AC LU law suit against the district) and was a source of her problems (ACLU's
adversaries, such as the newspaper, turned on her}. ‘

So, Terry holds at least three types of positions—heér.position In the formai hierarchy
of the school, which provides little power but some autonomy, her esteemed profes-
sional status in the teacher’s organization, and her leadership position in a liberal civic
organization, The fact that these positions are Inconsistent In status left her with incom-
patible guides to appropriate actions. This exacerbated the role conflict. ) .

So far, we have not said much about authority, orthe right to use power. Where does
authority reside lr)4th|s situation? The whole problem arose because Terry challenged the
formal authority structure. The adriinistration, in turn, challenged the authority of the
state education -association by tgnoring its report. Of course, each side claimed to have
authority by appealing to public opinion, professional autonomy, the law, etc. It seems
that authonity is operative only while it is accepted by those subject to it, after which'the
outcome Is decided by power—until appeals are made to a higher authgqrity, such as the
courts, that all parties do accep!. ] .

The administration took Terry’s challenge as a sign of her alienation from the organi-
zation’s values. While this was probably an accurate assessment as far as 1t goes, 1t 1s more
accurate 10 say that she was,committed td' a competing outside value system. Conse-
quently, normative appeals by the administration were not effective; nor is it likely that
she could have been syenced with,salary Increases, a promotion, of other utilitarian
rewards. There were ofily two options apparently ofien to the administration® to compete
for her loyalty by making a place for someone like her, or to use € rcive measures as it
chose to do. But becuse coercion is ultimately ncompatible with the normative style
which schools*try to us\the administration was forced to release Terry, thus acknowl-
edging it did not have'the means of controlling her. '

This 1s probably why the administratipn tried to discredit Terry's pgrsonal morals.
Terry was relying on the bureaucratic pringiple that one’s career should be governed by
technical competence and not by personal life style. Terry is probably an able teacher,
and so the admlmstratnon hoped to shift the issue to the explosive moral arena where she
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5 seemed more vulnerable In fis EonsérvafWe,corp”_rgumty {and where her colleggués may
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\ have been more reluctant to become involved). Nty
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X This case dramatizes the fact that problems which seem to be internal &a~school, ;|
 +  district are often actually fueled by organized groups in the outside environment. it is
often not enough to understand only the internal workings of the organization. If the .
admiqustration had ignored pubtic opinion, 1t would have risked jeopardizing the district’s
budget and perhaps adversely have affected Terry’s colleagues. In this political envirort-
ment, compromising Terry’s academic freedom may have seemed a necessary price to pay
for protecting these other interests. At the same time, the administration might have been
overreacting. Perhaps 1t could have protected Terry more. Individuals sometimes are sacri-
, ficed for ‘“orgamzational Justige," 1.e., for the larger goals of the organization.
The state education associdtion is another part of this external environ_me:%.‘“This
association transcended the local community and competed with the locat school board
qu teachers' loyalties. But, although it put the weight of its professional authotity behind
Terry to help legiimate her position, the education association wag not very effegtive.
Why? We cannot be sure, but this was, afterall, a conflict of power{ The prestige of this '
state organizdtion was nc match for the political forces at work in this local community,
especially since Its right to Intervene in a focal issue could be challenged. The education '
association might have been more effective had it chosen to use collective sanctions
. against the district, and congeivably that might have happened under ‘certair} circum-
stances. We leave it to the reader’s own speculations as to what those conditions might be.
Pr What opttons are now open to Terry, and could shehave prevented this impasse with-
out compromising her integrity? Again, we can only speculate. In chatlenging the school
district’s authority structure, Terry chose a rebellious strategy. This clashed with the
administration’s demand for conformity more typical of her colleagues. But rebellion
works only if the indwvidual has an effective power base both outside and within the
organization, While the ACLU provided some support, there was no indication that Terry
was trying to mobilize the support of her colleagyes (perhaps by filing a grievance
through the teacher organization, or through informal channels). ‘

. But other courses of action are also open to her. She could leave and go 10 8 less 1
conservative community where perhaps she would be more appreciated and ultimately’
more effective. As another alternative, before she was fired she, could have chosen to
“lay low” for awhile, appearing to go algng, 1.e., conform ritualistically, until the chmate
of opinion had changed. Meanwhile she ¥night have worked quietly trying to build a base
of support in the community, by working onbenhalf of influential groups hoping to gain
their support. Perhaps she could try waiting to reinstate her actions until the administra-
tion became embrotiled in another issue, and hence in a weaker position.

As still another alternative, she might have trﬁa to innovate, that is, find a way to

*implement her principles without the bad publicity that had upset the administration,

- She'might have somehow turned her liberal zeal to causes that are supported by the

school district. Qr, she could have suggested  megting with representatives of the admin-

. istration, parents and other community groups. Each side could presentits views, explain

the benefits and costs of Terry’s actions from its own point of view, and prepare each

other for ways of coping with problems and sugges;ing comprogise® In such a meeting,

Terry might sugdest to parents ways in whith they could constructiyely prepare their

children for the:controversial b%k, and_the administration coutd be sure Terry under-

. stood how possible, repe;rcussions on the budget could affect her colleagues or other
programs. We leave othqg.possibiﬁties to the reader’s imagination.
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In drawing conclustons, we must remember. that. this is a publicly controlled service
organization sub;ect to local pohitical and legislative processes. The issue raised here might

have d9veloped in ‘very different directions.in a military organization, a business, or a
church where‘dlfferent controls and values are operating. .
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Br/dge on the R/ver Kwai 1s ong feature length film that is likely to stnmulate en- .

thusiastic discussion. Parncnpams view the film {(or read the fiovel) arld examine the or-
ganizational characteristics and Behaviors of three armies—British, Japanese, and Ameri-
can—each of which s Involved in the building of a bridge across the Kwai Rjver ,
" Some proposals for the use of the film and a set of disCussion quéstions are suggested
below. They are followed by a film review and analysis. -
The filmi review and analysis might help prepare the instructor for introducing the
film and for facilitating discussion at its gonclusion. J

Jt is suggested that the discussion Questions be distributed to partlcnpants before they

view the film. Some questlons are suggested below.
What are the main characteristics of each military organization? ’
-~ ® Which organizational "characteristics contribute to the efféctive operation of the
British army? , .
e  What contrasts . do you see in the organlzatlon of the Brmsh Japanese, and
American armies? .
e  What is the signiticance of the bridge bualdlng to the British and Japanese armies
* (as organizations)? . - .
e How did technical competence influence the balance of power and authority?

'%A g | -

t the conclusion of the film, participants may choose to discuss the film, write an
s, or poth. Everyone will have insights into the film, and perhaps the analysis
gin with a description of the military organization and its basic characteristics.
concepts are understood, participants may choose their questions or address
provided. f

somplexity
e Formal organization
e  Bureaucracy .

*Film can be rented through a Columbia Pnc(ures distributar for approximately $50 per day. The
novel by Pierre Boulle 1s published by Tims, Inc. and Vanguard Press. There are many films, televi-
sion programs, and novels depicting organizational problems which can be profitably analyzed as a
way of enriching and testing one’s knowledge. {See the suggested film list in Appendix 8.}
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e Delegation " . -y : . ”
e Slippage . . S § \ ) L~ >
' e Standardization o
e - Supervision - . \} . .
e Pawer'and authority
e [ndividual vs. organization needs .
e Intraorganizational goal canflict v
e Rational model for studying organizations ;
MAJOR FILM CHARAGTERS
¢ Colonel Nicholson—commander of the British troops ,
. ¥ Colpnel Saito—Japanese prison ¢amp commander , .
e  Major Clipton—British army medical officer :
N e MajoF Hughes—British officer and former mining company director
e Captiin Reeves—British officer and former public works engineer .. N
e Colofe! Green—British officer in Calcutta in charge of clandestine services
e Major Shears (book only)—British officer in charge of blowing up the bridge
®

. . Shear$ (film only)~American soldie{ and Japanese prisoner-of-war, member °
. of.the| team assigned to blow up the bridge | - “'
e . Captain Warden—Bnitish officer and language specialist assigned to blow up the
bridge .
e Lieutenant Joyce—demohition specialist and youngest member of theteam as-
~. signed to biow up the bridge
}

THE FILM IN BRIEF

The film opens as the British Colone! Nicholson and the battered remainder of his
batallion march In formation Into a Japanese prison camp in Malaya during Worid War 1.
Erom the outset Colonel Nicholson and Colonel Saito, the prison camp commander, are
locked in a confrontation based on personal and national pride, rank and authority. I

Colonel Saito has been charged with the task of building a bridge across the Kwai
River which will be the major tink in the Bu_rma-Siam railway. To carry out the task he

, needs the manpower of the British prisoners-of-war, but Colonel Nicholson refuses to
permjt his troops to take orders from the Japanese. He cites the Hague Convention and
will not allow the Japanese to employ British officers as laborers. In the contest of wills
that ensues, Colonel Nichonson 1s brutally tortured. He endures the savage treatment
and proves to the Japanese that only by permitting British officers to plan and execute
tr\1e construction project wili the almost impossible job be completed on time. Colonel
Sdito must swallow his pride and sacrifice his authority to Nichwson. To Shears, the’
only American ;gldjg,un the camp, the two colonels are absurd. i

As the bridge begins to rise, it becomes a symbol to Colonel Nicholson of his own
professional pqde and of the pride of the British Empire. While he drives his men relent-
Jessly to prove itheir. superiority to the Jlapanese, a British army unit in Calcutta is plan-
ning to destroy the bridge. Shears, having escaped from prison camp, becomes part of the
demolition team. Their plags 1o wreck the bridge are finalized just as the bridge nears '
completion. 4

One evening as Colonel Nicholson proudly surveys hisachievement, Colonel Saito ob-
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. serves the scene beaten and humihated. Having lost in the ludicrous conflict of wills, he
. knows he has na chou(:e but to take his own life. ) ) .
Shortly thereafter the demolition team proceeds undercover to the edge of the Kwan "
( rigs t);\e bridge ;vrth explonves. Colonel Nicholson, watchmg hrs troops march,ove
ridge and out of sjght, spots the explosive cables exposed in the sand and tries
’ perately 10 save the bridge from destruction. Shears, ébservmg from nearby scrambles tq&
. rescue the de\tonator from Colonei Nicholson. Both are killed asthe brrdge coliapses rhto
the Kwai, s ) R )

<
.

M - .

BRIDGEON THE RIVER KWA/—A FILM ANALYSIS © ~ ;7

The Bridge on the River Kwai provrdes an opportunity for sharpemng the partici-
pant’s understanding of Qrganization theory. It contains clear ex amples of some charac-
tenistics of an ergamization and of the behavior of people operating within the orgamza« ¢
ton’s structure. Any number of questions may be raised or conclusions drawn. while vrew
ing this film. The discussion that follows will highlight some of the concepts astudentis ‘-,

~ay,

» likefy to identify as significant. K y‘(
’Egstlng Basic Concepls £ . . TR -

Before, procgeding to an analysis and debate, 1t Is important to identify the basic \‘
elements of orgamzatron Mlustrated in the film. .

First, the prison camp is a social system. |t uses,and processes materials, personnei,
and infarmation in order to turn out produttive prisoners of war. The prigon camp has N
been deliberately established by the Japanese, 1t has some degree of permanenge and will
Jast at least as long as the war, it 15 a complex set of mferrelanonshrps amog people,” % |
rules, and the structure of the system.

Second, the prison camp s a formal organization made up of subgroups and mém:-
bers sharing a collective identity and performing certain activities. Within the prison camp
three other formal organizations are also represented the Japanese army, the British
army, and the Ameérican army as seen through Shears. Each of these armies is a deliber-
ately created, permanent, and complex sotial system. Each consists of subgroups (offi-
cers, combat umits, medical unit, etc.) and has an authority structure, a collective
identity, a division of labor, a roster of members, a program of activity, and procedures
fom'eglacmg members. : v

. Th}r% each of the military organizations 1s a particular type of formal organization

)
-

termed Bureaucracy. In the film, the bureaucratic characteristics of the British and Japan-

ese armies\are especially evident The bureaucracy 15 based on a system of graded levels of

authonity and on strict compliance of subordinates with the commands of their superiors.

Colonels Saito and Nicholson have been appointed to their positions on the basis of their

expertise, have life term tenures, and admunister therr organizations according to strict

rules and regulations Under their commands, the laboy 1s divided |nto special jurisdic-

tions of activity to carry out the tasks they assign. . .
However, some principles of bureaucracy ar lated. For example, the individual- -

personality and personal needs of the employ#€s inter with their professional roles

and demands of their positions. It woul mpossible to understand the events in Bridge

on the River Kwai without kn ge of the personal characteristics of Saito, Shears,

Nicholson, and others. Thr understanding them as individuals, their actions make

more sense. d

» '




. fusmqpubhcly to relinquish command to the Japanese. Their onalues t»him, and to

. bndge Is to be met. When the ‘British demonstrate their techrfical expertise to be far su-

_demdnds of the Japanese army, he aisa.has a need to save face and to preserve his own

Moreover, there *are some important differences in, the way the three bureaucra;i‘es
operate. British soldiers seem anxious to give their unquestion ing obedience to their com-
mander, acceplmg both his goals and hys means as their own. They arétess willing than
the U. S soldier to usé their own discretion. Nichojson then cements Ihéur loyalty by re-

each other, are reinforced by therr mudual hatred of the ‘enemy as he’endures torture to
protect the organization’s autonomy. ’

3
4 .

Cenxral Themes = - ‘o ' .
Several themes run through this case. Inythe f|rst instance, Cglonel NIChOlSOn and
Colonel Saito are pitted against one another 4n a struggle for power and authdrity. Colo;
nel Saito, in his position as commander of the pfison camp, assumes he has absolute au-
thonity to direct the actions of his men and the prisoners. He is challenged by Coldnel (/
Nichoison, who, in citing_the Hague Convention and in demonstrating his ability to*con
trol his men, proves he has not only the authdrity but the power to command his troops. . i
Although tortured he persists In the struggle to wrest poweg from Colonel Saito and '
eventuatly the Japanese Colonel must yreld to Nicholson if the objective of building the -

perior to the Japanese, Colonel Nicholson gains the power and authomy necessary to
command both British and Japanese traops. Colonel Saito 1s humiliated as an individual 4
even though his military objectives have been advanced

At stake here 1s 8 fundamental conflict between two bases of authority. The Jspanese
commander's power and authority rest on his rank as the camp commander. But be-
cause he needs the British manpower and technical skills, he is forced to bargain with
the British officer Nicholson’s technical expertise and the loyalty#of his soldiers 1s‘his
basis of power and authority, which he uses to gain the upper hand >

The second theme concerns tension between the individual and the organization to®
which he betongs. While Colonel Saite knows he must complete the bridge to meet the

integrity When he must sacrifice his personal needs for the organnzatnon he is destroyed
and can be redeemed only by taking his own life. |~ - BT,

Cotonel Nicholson’s objectives are also in opposition to t‘hose of the British army
Te the Briish the bridge i1s a key to the strategic strength of the enemy*and must be
destroyed To Nicholson 1t 1s a symbol of his prowess as a leader and of the superior
status of the British army. It must be preserved as a monument to both  In his attempt
to preserve that monument and to subvert the military objective of hidown army, heis
destroy €t~ \

Another theme builds throughout the film as orie group of Brmsh soldiers uhder
Nicholson executes the building of the bridge, while a sgcond unit, based In India, simul J
taneodsly 1s planning the destruction of the bridge. Obviously only one of the goals,
can be reached. The two British units confrunt one another on the Kwar River Colonel
Nicholson is killed and the bridge I1s destroyed ) ~

. Note that Nicholson seems to use two coping strategies at different stages 6?.the
drama. Hns first response 1s to rebel against the Japanese command. The Japanese respond
by assnmdatlng him into 4 Ieadershlp position, thus coopting him. He s now exerting
his leadership on behalf of the Japanese interests. His second stiategy comes under the
heading of innovation. He accepts the enemies’ goals while rejecting the means ghey

Loriginally proposed to relinguish his command. Instead, he 1s satisfied when he obtains

.
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control of the situation. The result can be ¢
sometimnes used when the originat objective, in tRis pase victory, 18 replaced by what was’
, formerly seen as 8 means to the end Le,, the.ap lrcaglon of technical expertise to an en-
" gineering problem N ' .

~

. Maodels of Orgamzatlen

cated situations.”.”  °
. |n saveral respects the British and Japanese argnies fesemble ratian organizatlons.
Authority 1s based on expertise, control is centralnzefl, the necessary inforzhation is availa-
ble for making informed decisions, goals areclear-cgt, and activities are well planned and
- closely coordinated. Saito’s decision to defer to N holson’s technlcal expertise'was ra--
tional from the polnt of view of the organizatiopal gdkls. $ SN
In most other respects the situation tan be betfer understood by starnng from the
premises of the organic model, Neither Saito nor Ni olson was in full control, because
. one had rafk in the camp but the other had the e pertnse Consequently, power was
sphit. Sarto was ferced to compromlse'wnh Nicholsongwho, in turn, achreved his posmon
throudh a bargain with the Japanese Colonel Nicholso sbéhavror makes no, §ense within
« the rational model, but it 1s an excellent lllustratron how the specrallzed r\merests ofa
. subgroup (his unit) can take precedence over the ovgall militady .goals of* the British
army. The status and achievements of Mis unit assumed riority forthim out of all propor-
tion. to.his organizational mission. How did this happe” The fac} that the unit was in-
sulated and 1sojated from the rest of the British army Was an important factor But the
" situation i€, not unique. Authority had been delegateci to Nichblson by British cdm-
manders There is always some tendency for sllppage to pccur as drders are passed down
the, hierarchy. The top officials were therefore forced to ‘(ely on {Nicholson’s discretion.
They phobably would not have been able to maintain complete tontrol over him even -
under the best of circumstancés, * . . ’ ot

' \ 3 . ’« v : i . ' :\ . . N
- . Activity 5—.. A .
BRI Vignettes . - ’ s
.. .. MR by Donald R. Cruickshank. -

- .

Vlgnenes are shor{ descriptions of snuanons that usually depict a single problgm Lo
But single probjems, ar}E\ often inflienced by a host of organizational rules, norms, and
‘ »chareutegrsms The.vignettes that follow were selected bbcause they représent‘problems
with whuoh most teachers can identfy. They also illustrate the kinds of prcblems partici
pants can draw from their own expener}ce Therefpre the instructor.may use‘sdr’ne or all
of the vnqné_ttes and/of’ have partiupants write thewr own. Using a hypothetlcal”pr,pb
Jem injtially. may foster a measure of objectivity because participantdiare removed from
the situation. However, +t 1s even more instructive if participants rep rt apd drscuss vl
gnettes that they themselves have experienced td provide real applic Lgon of awar:n/eﬁj
_and knowledge &f organization theory. From real situations participants can analyzg’the
- effgcnveness of dlfferem approaches and share outcomes comrnuéd analysis, and evalua®
© tion. v, * . ] e
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When participants have completed Part |, t:e group may wish to focus discussion

* on some of the'specific concepts intrgduced in that section. The vignettes are concerned
with schools and some organizational problem# which emerge 1n the school setuing.
Each vignette deals primarily with one of the fdtlowing concepts

Informal organization .-
Organization'models ‘ ;o " .
Teacher-colleague roles ) ¢
Status inconsistency q ¢

a
One or more of the vignettes may be used, in any order, during a discussion Jperiod.
Participants should be provuded with copies of the vignette and.related dlS(;USSlOﬂ gues-
tions..Before the questions are considered i1t will be help ful to begm the discussion by de-
tinyng and describing the problem as accurately as possible The group may also identify
the cha,ractenstlcs of the organization whnch may cause the problems to emerge. . ¢

. TO TYPE OR NOT TO TYPE? THAT IS THE QUESTION

v Concept: Informal Organization ..
Frequenfily other teachers ask students to do typnng for them in typlng class. Today,
for example jone of my students brought :n work from a teacher who is a good friend
of mme | hesitatdd, but finaily agreed to let him do the typing, mainly on the basis of

:“ friendship. Before J knew 1t, the boy had distributed. thematenal 1o be typed to three of <
his friends. When | |ntervened the kids were very angry becaUse they like the teacher too.
My questions are: O\t ‘

e How can | maintaid good rélationships with students and fellow faculty mem-
bers in this kind of situation? ©
e Are my class and my values about how It should be rumlmportant than..

Nt student and faculty rapport? - - \n :
e Do | exclude office work too? The prlnCIpaI often sends 1n work whé \t@
school secretary is overioaded or absent, | - ' N
e | am the PTA representative, and the PTA asks my students to do its work be;
cause It has no real secretary or office. What is a fyping teacher to do?

OUR FACTORY (SCHOOL) ’ )

Concept: Organ/zarlon Models t.

“I'm not workmg i a factory, but all | hear Iately from my principal 1s talk about the ;
product' (he means the students), accountability (he means whether the student is learn-
ing), and the instructional subsystem (he medns the way | teactd. The superintendent 1s
on an effncnency kick and has mentally converted our. school system into an industrial
complex We think we know what he is after, but w not use ‘edugational language?
Some teachers are really turned off by this jargon. We all e that kids are inschool to
learn"and that we are there to help them. We all want to do that to the best of our apility.
But that basnc goal gets obscured and }hreatened when we are forced to write'behavioral
objectived, "criterion-referenced tests,.and so forth. ‘Ihese thlngs Just make t€dchers Mmad -

A

f' at least annoyed. My questions are. ve oo .
* ’ ‘e LN J
v [ Do SUpenntendents and principals really believe that teachers don t wam stu- ¢
. dems to tearn? o .
Q « - . 62 ‘.




® © Why do they have to use factory termmology when referrmg o our work n

schools? , .

e How ¢an we make them know that them purposes and goals do not come
through clearly, aqd that the thnngs u/y have us, do seem to detract from the
time we have to teach? : s

e |s there any evidence that writing behavioral objectives or critérion:referenced
tests makes a teacher better? Better at what? &33 . , -

”’

“MY BROTHER'S KEEPER7" a R

Concept: Teacher-Col/eague Roles .
Toéday | tried with greaf effort‘to mantain a professional attitude toward a fellow
teacher who is oldei‘ than |, whose dnscnplme IS wterrrble whose tales should not be re-

peated, who drinks, and who is i geheral a very poor example for the students in her -

classes, For their sakes | wish that she would be a better<person, She was very trymg
today with her talk about students and other teachers My questrons are
e Should | ignore the tactics of a fellow teacher who is a harmful nrtflu.enck in
. the school? “
e  Whatismyrole? Am1 responsuble to myself? The school staff7 The commemty,

My colleague? . . Ot

"

.
‘ RANK HAS ITS PRIVILEGE?

Concept: Status Inconsistency

-l

<

Older teachers in our school have special privileges that | thmk are hughly questiona-
ble. Many of them are certainly not the best teachers. They enjoy these priviléges because
of seniority. For example, they have first choice' on parking spots, have the largest and
best classrooms, have the most and newest equipment, influence the pringipal when, stu-
dents are assigned to teachers, receive more money, and sb forth. | beljeve that teachers
should get priviieges and rank according to merit. et the’ best teacher, not the oldest,
have rewards, Thig way there MD{d be moentrves for dorng the job. My quéstions are  ~

e How can teachers’ who are workrrfg hardest ‘and contributing most _get the re

wards?
¢ How can 'teachers whom many of us consider almost senile be rem0ved or at
" least not be rewarded?” . . -

e hiow can the school and community farrly determine who are the best teaoh
“ers so that they can be rewarded7

=

!

. b Activity 6—
.Up Against the Organizatjon

. ,
. U ' M

vated by an organization

»EveryonQ has encauntered a prdblem either caused or &g

4

-, JWhen. the indwidual aitempts to resol

the problem through e

efforts 10 get the organiza-,

tlgn 1 (o change or to.take,agtion, the in vidual is often frustrated. However, if persistent,
the ¥person who un&e:stands orgamzatlons an often get the organization 10 move. an
unfamrhar with orgamzatnon behavnog will ofteR learn a great deal in the encounter.

’ J *
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The task for the participant during this activity is to select a past or current éncoun-
ter he or she has experienced with an organization. Then, orally or in writing: )

a ‘

+ -

Describe the probl‘em
Describe the steps taken to resolve the problem
‘Describe how the organization responde ’
i Describe the outcome
. . ) N
When the“‘descrrptloh Is completg, the participant will analyze what happened from an
orgamzauon perspective. This may be done 1n writing or Orally with the group sassnstanceA
‘ Participants might select problems such as: ’
e  Getting an incorrect bitl acknowledged aga altered by the company Issuing
the biit i
U Gemng a reserved parking place where- "faculty only” or “officers only*’
*‘car pools only” rules apply
v®  Attending a closed session of a meeting which you have a nght to attend

[
[
\J
[
L
[

PR

¢

During the analysis, t'hey wift consider questions such as.

N
’

e What characterstics of the orgamzatron may have created or aggravated the

. problgm? -
- What characteristics make 1t difficult for the organization to be responsive?
What causes an organization to feel threatened? )

What causes an organization to respond to threats? '

What is necessary If the balance of power is to be shifted from the organiza-

tion to the individual? .
o  What weapons does-the orgamzatlon).nse agaupst the individual?

o \
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.Postscript )
. 4
, In this volume, the first of & sernes", wé have introdlced rich and/potentially use-

ful hterature on organizations. We have not tried to cover the topic thgroughly. Instead,
we have sought to illustrate how a blend of materials—concepts, dgscrip tions, case stu-
dies, fitms, and related exercises—can be used.in conjunction, to jHfuminate perspectives
on orgamizations. We have proceeded on the assumption that some ba5|c knowledge about
organization, together with some experience with analysns will help people influence
or cope with the circumstances in which they find themselves The approach used here
comphliments the so-called organizational development (OD) approach But it is not the
same thing. Our approach relies less on developing a person 's mterpersonai skilfs and plan-
ning and administrative abilities, and relies more on ehlarging one’s understandmg of
social settings in which the person ‘must function. * ’ :

The target audience of this volume is also different. We have concentrated on de-
veloping the awareness and understanding of teachers, whereas such materials usually
- have been.desigdied for edminsstrators and other leadgrs. This new emphasis seéms par-
ticularly yelevarit at a umé when there is so Much tgy about participatory democraey
and decentrahzing decision making. Many observers who long for a more humane society

< ¥pin thetr hop"es on orga;uzatlonal reform. To some, this suggests a return to simpler ways,
to smaller contexts, to former ways of doing things, even to less complex organiza-
tions. We doubt that this is possible. Qur society is now too dependent on large, com-
plex organizations. But people can learn to deal with big organizations in new ways that
will give them more control over their destiny. The kope, t(ren is not in the past. [t lies
in cultivating the knowledge attitudes, and ‘knlls which will enable peopleg at all levels
of complex orgamzatnons 40 deal more effectively with their problems. Such agoal is
partacularly apMyopriate. for teachers. For although teachers work independently in iso-
latec{ chassrooms, they are part of one of the world’s largest orgamzatuonal networks—
"the American school system,

This volume wili be followed by two others which will provide addmonal case mate—
rials and more detailed analy‘ses of the school, community, and the state, all ,organizations
about WhICh teachers mu5t become more knowledgeable. #

b

]
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.ot o Appendix A '
.=~ Abstracts of Selected.Readjngs - -

2

. by Theodore,C. Wagenaar

- - f

B\cker H “Social Class Vanatrons in the Teaoher Pupil Relatronshlp " Journal of Educa-
tional Sociology 23 {1952): 451-65. .

i .

CONCEPTS. Lower-class studentsand their teachers N ’ . .
v, SUMMARY Major problems of-workers in service occupatnons are hkely to arise from therr rela-
tionship to their chients. Such workers often have some image of the ideal ‘client Teachers react dif-
férently to students of various social classes in terms of the problems of teaching, disciptine, and moral
acceptance. £ . )
. Concerning the problem of teachmg teachers like to see progress, lower-class stydents seem to
teachers to make progress more diffrcult Many teacher$ inciude different teachmg techniques for
lower-class students, and principals have lower levels of expectauons of these teachers ‘Drscrphne isa
continual battle for teachers, teachers generally feel that lower-class students are more aggressive, less
respectful, and mare of a discipline problem. As a result, teachers of these students are more stern and
employ physical punishment more often. Lower<iass students are also less morally acceptabie to
teachers. Teachers view lower<lass students as violating middieclass standards of cleanliness and
heatth, sex and aggression, ambition and work. In short, teachers, who are generally middle class, view
lower-class students as less morally acceptable and as pbsing more protilems for teaching and disci-
pline. * ) .
ABSTRACTOR'S NOTE. The author contends that as important socializers, teaChers serve t0
remforce the middie-class bias of schools. Lower-class students are repeatedly told they are inferior,
and they begin to believe 1t (the Pygmalion effect) More teachers are needed who are less bound up
in g . definition of the ideal client. Compare this article to that of Sjoberg, Brymer, and Farris, which
illustrates why lower.class clients have difficuity in deallng with service organizations .
. This article is based on intetviews with 60 teachers in Chicago in 1950,

’

Becker H. 4The Teacher in the Authonty System of the Public School " Journal of
Educational Sociology 27 (1953): 12841,

.
.

CONCEPTS Role of parents, teacher authority .

SUMMARY  The role of the teacher in the school is consideted vis-a-wis parent, principal, and
colleagues. The teacher generally regards parental Intrusion as a threat to his or her authority over stu-
dants and over what is taught. The teacher 1$ the professional, and sees the parent as someone who .
knows little about educational matters. Teachers particularly try to avoid confrontations with high-
status parents. They use various copmg mechannsms to deal with parents, such as referring parents
to the principal. v .
. The principal is accepted as the supreme authority in the school Teachers generally expect the

, principat, to back them up in disputeswith parents. Prnnccpals are also expected to support teachers in
deating'with students and to recognize the professional independance of teachars.’

With regard to colleagues, teachers fesl they should coaperate to defend themselves against at- |
tacks on their authority from parents and prm(:lpals and that they should refrain from directly en-
dangering the authority of anpther teacher.

' ABSTRACTOR'S NOTE The author Contends that outsnde tHe classroom the authqnty posr

5 ‘ - * N?’
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tion of teachers is somewhat hmited, thus, other teachers and the prlnClpaI are expected to support
what authority teachers do have Parents, who are external to the svstem of institutipnal control sare
seer by teachers as a particular thraat to their authority.

. Tms article 1s based on |nterV|ews with 60 teachers In Ch;cago in 1850.

. A

Bndwell C. “The School as a Fermal Organization.” In |.G. March, ed., The Handbook of
Organ:zations Chicago: Rhnd McNally, 1965, pp. 972:1022. ,

+«CONCEPTS School as burea\iracy structural fooseness " ) PN .
SUMMARY Schogls can be viewed as bureaucratrc organizations Ty

They have a division of labor! that is, people do specific tasks for which they are trained
2 These roles are organized into specific positions
3 These positions are arrangec; hterarc'hncally; SO that eagh person in a position is responsible tor
someone in a higher pSition.  »
4 Rules and specific procedures determine how sChools are run,

Schooi activities must be arranged n this organized fashion becau schools are responsible for a

umform product of a certain Quality and because sociahizing chikdren fg/a&&t roles 1s amassive and
complex task But the problem of variability in student abilities dema a great deal of professional
autongmy for teachers, teachers must be able to make situation-specific decisions 1n day- -to-ddy teach-
ing. Schools are not completely bureaucratic Autonomy of teachers in the classroom and independ-
ence of sshools from one another within a System result in structural looseless. Several characteris-
tics of schools promote this structu_fal looseness

. 1 Teachers need prbfessional autonomy to deal with mdwnclual student needs . ‘
2 Because all students are compelied to attend school, the school must be flexible to deal with vari-

< ous student needs and interests .

3 Schools are responsible to the government and the public and must deal with the demands made.

a highly bureaucratic form of organization would make adaptation difficult.

Clark, B.R. "Interorganizational Patterns in Education.” In M.B. Brinkerhoff and P.R.
Kumz eds., Complex Organizations and Their Environments. Dubuque, lowa:
wm. C. Brown 1972, pp. 356- 66 ’

CONCEPTS Organizational change, outside change

SUMMARY Orgamzauons respond to Changes in the economic and pohitical situation in two
general ways within the orgamzatuon and in response to outside demands The inside approach in
volves changes suggested by organizational members, all decisions and actions involve only official
members. The outside approach involves changes suggested and implemented by expertswho are not
official organizational members, such changes are often adopted on the basis of the expertness and
legitimized role of the outsiders The Inside approach s often referred 10 as the organizational ap
proach, whereas the outside approach i1s the mterorgamzatnonal approach because the outsiders in-
voived are often members of organizations other (ha‘gthe one being changed The two approaches dif |
fer |3 that the mtgrorgamzatuonal approach ,

PRl

i

1 uses more personal, less formaf‘procedures to deal with problems, .
2, stresses teacher-to- teacher“contact rather than teacher-to-administrator contact,
3. does not impose strictly defined standards of work,
4. employs more Interpersonal, informai procedures to make decisions
An example of the interorganizational 8pproach Is the reform of the science curriculum tn the

jate 1950s by the Physical Science Study Committee (PSSC), a group of highly respected scientists
- r P
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Impetus developed from the Sputnik episode, America responded 1o this Russian accomplishment by
atternpting 10 1mprove science education. PSSC wds inddpendent and was funded by the National
Science Foundation {NSF}), an independent federal agency 21vate foundations also provided support
Curriculum materiats were marketed through commercial channels. Thus, PSSC became an important
R mechanistn of national influence by doing research and development the textbook industry was nat
doing. NSF also initiated and supported a program of suramer institutes through colleges, the pro-
L gram was very successful because directors of institutes at these coileges were looking for good materi-
als. Local,educatnon authorities alsg participated in the imolerpentation process. Participation was
voluntary, but the quality of matenals, respectability of the scientists, and the “bandyvagon effect”
jed to immediate widespread adaptation of materials (50% of the nation’s high school physics students
were using the, materials within Six years). In sum, the process was set in motion from the top by an
independent federal agency and was based on expertise, the Process was broken down into specific
tasks, the qu@lity of the materials and the expertise of the sponsors sold the program more effectively )
than did admimystrative directives to adopt it. The whole process took place completely outside normal
organizational citannels, such as the state department of education. ’ -
Changing economic, pohitical, and population conditions wake this type of responsg to the
need for change more common. '

@
.

iy
\
Cole, S. The Unionization of Teachers. New York: Praeger, 1969.

CONCEPTS Teacher militancy, teacher unionism ,
SUMMARY There were four significant facters in the historical development of the United
Federation of Teachers {19164 968)"

1. Teachers wete intensely dissatisfied with saiaries because of inflation and because salaries were
already low in comparison 10 other professions, ' —~—

2. They were dissatisfied with working conditions, such as over-crowded &lassrooms{ discipline
, problems, and textbook shortages. [ :

¢ . 1 -

3. Thegivil nghts movermnent of the'19605 made civi! disobedience more acceptablé to teachers.
% Ea

4, Uniopn leaders were developed,and militancy was increasingly accepted by teaghers. .

Several other characteristics are associated with participation in teachers’ uplions

N

1, Teschers who are Democrats are more militant because of their prolabonlings.

2. Teachers who are Jews are more n)ilitant because of their prolabor sentiment and the fact that
'Jews are more coramitted 10 raising professional standards. T his latter charécteristic may be true
{ primatrily for the upwardly mobile New York City Jews studied by Cole /

. Teachers of lower-class origins are more militant because of morg’contact with prolabor people
Thir fathers are often union men. .

’” Teachers who are males are more militant because they see theifoéers with the same level of

ucation making more Money , whereas females see their peersin lower-paid jobs or as housewives,
also, men are ysually the sole'\breadwmners and need a good salary whereas female teachers’ income,
is often a,sscond 1ncome. L ’ - ¥4

5. Younger teachers are more militant because of their greater social liberalism, they have less {0

losa in terms of sentority, they are more likely to come from middleclass homes and therefore'have
less experience with, the work &thic, and older teachtrs went to college duting a time when the teacher

,was defined as a public servant who did not strike. ‘ re
E(ementary teachers are quite dissatisfied with working conditions, whereas secondary jeachers
are dis«tusfned with the prestige of teaching as ah occupation. The difference may be that secondary
teachers age prlmar‘ily males. Males are more likely than females to feel dissatisfied with the prestige

. of teachingwhen they compare their dccupation 10 those of friends with similar levels of education.
Some teachers predisposed toyard mihtancy {that is, Democrats, Jews, males, teachers of Jower-
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class origin, etc.) do not actually become militant The extefﬁ to which a teacher's friends in the
school suppbrted the New York City strike was @ sngnmcam factor in detérming whether a teacher
predisposed toward militancy actually became militant. Armother contextual effect is the propomon

of males on 2 staff, female teachers are considerably more mihitant.if they are in a school with a hngh \

proportion of men Stll another effect is the presence of effective union leadership, this factor was
mos} important where strike support was weakest, that s, 1n eiementary schools

Many teachers experienced cross pressures, that is, they had personai characteristics predisposing
them toward milttancy, but taught in schools where most of their friends did not support the New
Yotk City strike They also experienced cross.pressures when friends Spihit between supporting the
strike or pot Teachers often responded with avoidance behavuor—calf.ng in sick instead of deciding
whether tb strike or not In fact, the more cross pressures teachers experienced, thé more avoidance
behavior was employed Also, the more fear expressed by teachers, the more they engaged 1n avoid-
ance behavior. But, if support for the strike afong friends existed, fear was more easily overcome.

ABSTRACTOR'S NOTE  The author makes the following sigmificant points. (a) teacher milk-
tancy is not a recent phenomenon, (b) several personal characteristics of teachers are associated with

' militancy, and (c) reference groups of teachers—people teachers regard as important—are significant

factors in determining whether teachers predisposed taward militancy actually become militant

. M .
¢
D

Corwin, R.G. “The New Teaching Professnon " In K. Ryan, ed., Teacher Educat/on 74th
Yearbook of the Nationa! Society for the Study ofEducatlon Par‘; H. Chlcago Uni-
versity of Chicago Prcss a%975 pp. 230-64. ) 9
CONCEPTS. Teacher militancy N ’ / -
SUMMARY Teacher mnlnancy\ can take many forms, including work stoppages, coilective bar-

gaining, and polmcal action. j
Work stoppages among teachers date back to 1918, but the prevalenge, scope, strength, and defi-

anle of teacher strikes are new, By 1968\10% of the nation s teaching force was on picket lines.

The Nanonal Education Association {NEA) has play: n increasingly yimportant roie in teacher
militancy. The NEA, representing weil over half of the nation'$two milljon teachers, was not involved
in a single ‘work stoppage between 1952 and 1963, but pamcnc;ated n one-third of the 1966 work
stoppages, 80% of the striking teachers that year were NEA member‘s/ The NE A and its affiliates have
initiated 70% of the 720 work stoppages strikes, and interruptions of service since 1960. The per-
centage of teachers who believe that it is nght for teachers to smke has correspondingly risen sharply
In recent years Whereds only one out of two teachers surveyed by the NEA in 1965 supported the
tight to §ml;e, by 1970 nine out of 10 teachers supported some type of group action, and three out of

four believed that at Jeast in sume circumstances, teachers should strike, Because of its broad member- .

ship base, the NEA 15 well equipped to deal with state and nati | levels, where the major issues are
increagingly berng decided § )

In the area of collective bargaining, the numbey of schoofystems reporting teacher agreements
increased 70% in the period of 1966 68, and there was a doublhg of the number of systems that had
experienced negotiations at least once By 1970, more than half the nations's teachers had some form
of written agreement Ths legisiative activity has provided legal support fok mlhta\m activity
«  Teacher organizations are also turning to political forms of action, over half the NEA's state
affiliates have political action afms. Teachers are increasingly becoming involved in political affairs »

The 1ssues involved in mxlnaﬁcy generally revolve around the following {a) salaries, a primary
issue, (b} working conditions, such as reduction of the school year, duty,-free lunch periods, and extra,
compensation for overtime, and (c) policy issues, Such as representation in groups that determine
curriculum policy and select materials ¢ -

Several explagnations of teacher militancy can be offered. ‘ .

1. Status deprivation of the occupation—teaching has hot keprace‘m terms of status and income
with other occupations. However, there is evidence that the prestige oi{eachmg has been 1ngreasing.
N *
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2, Social mo’blhty—-mdlv:duals who seek 10 improve tt(eir d’restige, or new people coming into the .

profession, rebel against the hmited opporftu nities for advancement in teaching and become militantly .
*y, invoived tO agvance the entire occupation * . .

3. Professionalization—teachers are becoming better educated, increasingly specialized, and more
high)y committed to their careers. Teachers have developed professional conckptions of their roles
that sometimes conflict with aspects of the school bureaucracy.

4. Organigational power—competition between the American Federat?dn of Teachers and the NEA,
both of which are becofning increasingly powerful.

Potgntial consequences include:

1. Increased organized strength of teachers: ] .

2, ’A shift 1n power and authority from superintendents, schoot boards, and principals to teachers
and teacher organizations: . ™

3. Aiterations in administrative authority structures, that is, the development of dual authority
structures comprising teachers and administrators, : ~

4. A reduced capacity for mnovatlon,dec;sic;n making centralized at the state level may result in
difficutties for local schools to depart from standard practices and conditions on which uniform R
salaries are based (see lannaccone’s paper—Bibtiog. IV},

5. Publid resistance to the demands of teachers which generally mean higher taxes. ¢

ABSTRACTOR'S NOTE Teacher milhitancy is a8 complex phenomenon |t invokes subtie usesf
. inffuence and pohiticat action as well as the direct application of power. And it must be understood
within a larger context—the increased formal education and job specialization of teachers and the .‘5
growing prestige of teachihg as weil'as the fact that new types of people are entering tﬁ‘érofe&sion ¢
_ Mibtancy s a response to the frustration that raembers.of an occupation experience when they
see the occupatson{mppdvmg, but not in comparison to the gains made by other occupations,
Militancy involves la) social forces operating within the occupatian and the society, {b) organiza-
tional charactenistics of schools: and {c) personal characteristics of teachers The net result is and will
be more authofity for teachers,

v

§ -
Gross, N., J. Giaquinta, and M. Bernstein. /mplementing Organizational Innovations.
New York:' Basic Books, 1971.
. CONCEPTS. Orgamizational change, organizational innovation -
SUMMARY Change that was extensively studied in bne etementary school involved transform-
ing the teacher’s role from traditional to catalytic, that s, from teacher as authoritarian 1%!0
teacher as Instructionat aide. '
A Previous literature on change in orgenizations can be summarized as follows ey
1. It focuses on changes that were suggested. but not necessarily implemented.
2. Itemphasizes the rather doubtful impact of p change agent. = )
3. .1t focusas on innovatiop among individuals, nat on Organizational innovation, .
\x_ 4., 1t has many methodological problems °
5. 1t ignores the perspective of teachers. - - .
¥ ., 6. _It employs questonable indicatorg of implementation. . - ’

7. It focuses on overcoming initial resistance of Organizational members.

Organizational innovation is distinguishable from ofganizationel change. The latter involves
change by members in terms of their role performance in the authority structure whereas innovation
involves behavioral changes designed to solve specific problems,.

Several antecedent conditions mhst exist for effecti\(e implementation of organizational innova-
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tuon external pressure, internal tension, a previous atmosphere of change, and an outside expert
with a positive image, T
Several attendant cunditions are also important clatty of the mnovatlon‘capablllty of mem-
bers to innovate, pecessary materials, compatibiiity of organizational arrangements with the :nnova
3, tion, and willingness of the staff to innovate Absence of any ope of these attendant cgnditions may
explain why an innovation falled. / : ’
The main reason for failure of the innovation i1n the particutar elementaly »Chool under study was ¢
that the administration falled to take account of the difficulties involved and did not provide feed@
back mechanisms
ABSTRACTOR'S NOTE  This case study makes the following significant points  (a) organiza-
, . tional innovation 1s ot a single event, but the result of a complex set of foices, {b) the role of the ad
ministration s crucial, and (c) orgamization members may have to be resocialized to a new frame of
réference for effective innovation ' s

: / -

Herriott, R.E., and &.). Hodgkins. “The Environment of American Educational Systems.”
In The Enwironment of Schooling. Formal Education as an Open Social System.
Englewood Cliffs, N.J.7 Prentice-Hall, 1973, pp. 32-60. )

s

* .
CONCEPTS Education ve community, regional, and social class differences, environment and
~  school . i
SUMMARY Contextual differences in education can be examined in terms of regional, cem
~  munity, and neighborhood differences. - ’ '

Regional D fferences. Modernity 1s defined as the extent to which asociety or region "'is charac
terized by a general acceptance and use of the most advanced avallable technological knowledge ’
American society can be divided into more-modern regions (Northeast, West, and Great Lakes) and
less-modern regions {Plains and Southeast). The mare modern regions emphasize the following indi
viduality, progress, socigl morality {a social ethic oriented toward helping others), and material re-
ward Education in more-modern regions  (al emphasizes skills and orientations necessary to con
tribg €TI0 The larger. society . (b) 1smore specialized, {c) emphasizes tangible indicators of prestige, such
as the proportion of students guing on to co'llege, (d} emphasizes adaptability to societal demands,
{e) is more Independent of the local social context, and (f) has mote inputs, primarily expenditures.

Community Differences. Communities can be differentiated primarily in térms of Tural versus
urban Rural commumities {a) have small populations and Tow p'opulatlgn densities, (b) are removed
from urban areas, (c) stress agricultural occupations, (d) have a high level of community identifica
tion and solidarity. (e} are characterized by uinturm ideologies and values, {f) hﬁve low levels of divi-
sion of labor, (g) emphasize personal relationships, and (h) stress the importance of family. | .

Urban comimuriities have characteristics opposite of rural In terms of education, rural communi
ties. reemphasize cummunity solidarity and cuntinuity, stress community requirements at the ex
wense uf schoul eiticiency and effectiveness, and they are very sensitive to community feedback.”Also,
they are less specialized, have lower student teacher ratius, and have fewer kindergartens and adult
education programs Further, they have ulder teachers, who teach several different subject argas or
grades, have fewer teachers with college Jdegrees, have higher levels of retardation and higher dropout
rates, and place less emphasis on vollege attendance Urban communities emphasize characteristics
opposite of these ~ : ’ ) !

Neighborhood Differences, Neighborhoods can be differentiated primarily in terms of social
class Middle-class persons stress equalitarian parental roles, have more permissive attitudes toward'
children, place high value an sacial activity, and tend to be associated with modern Rrotestant or
Catholic churches They emphasize work, duhieverﬁ%nt, rationakty, and individuality, are optimistic
and positive in their attitudes towdrd hife, and stress ODDO/'NUDIXV. Lower <lass persons stress opposite
values In terms of educatiog, middle-class persons stress education In preparing st'u_dents for adult
roles, are better equippeg to deal with large-scale organizations like the school {see Sjoberg, Brymer,
and Farnis), stress and attain achievement, and stress eafly participation in social, athle}’n\c, and com

.
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munity organizations to prepare children to deal with the school. Also, they stress rationahty and ind-

viduality, stress role expectations congruent with school demands, have less retardation and lower

dropout rates, attend schools that are predominantly middle class, and thereby expernence a positive
) chimate for achievement, and have bener’teachers and principals.

ABSTRACTOR'S NOTE Because American society and schools are generally modern and mid-
dle-class-oriented, lower class students have great difficulty coping and achieving. We should examine
whether schools must be middle class and f so, how lower soclal class parents can socialize their chil-

N dren with appropniate values -

Herriott, R.E., and B.]. Hodgkins. "“American Public Education as an Open Socio-cultural
System.” In The Environment of Schooling. Formal Education as an Open Social
System. Englewood Cliffs, N.J.: Prentice-Hall, 1973, pp. 67-104.

CONCEPTS Open systems theory A

SUMMARY Social reality, and therefore life in organizations, can be analyzed from the perspec-
tive of open systems theory The two fundamental concepts in this approach are system and environ-
ment. System can be defined as 'a set of complex relationships evidencing a high degree of stability,”
A system 1s more than the sum of 1ts parts, 1t Is qualitatively different from the individual qualities
of the parts Environment can be defined as '"those objects and patterns of relationships that exst
outside a system but sgnificantly influence 1t or are influenced by 1t.” The boundaries between a
system and its envnronment are not always clear and are constantly changing., Energy 1s "'that which
15 exchanged between a system and 1ts environment . Open systems exchange energy with their en-

« vironfments, ,
. )
Key characteristics of open social systems include

]}; Input—the energy received by a system frum its environment to heip sustain it. Input 1s primarily
in the form of information, materials, and personnel. Teachers, administrators, curriculum materials,
and community values are input for the school ty

2 Throughput-the focus of energy by the system. For the school the throughput is students.

3. Output—the energy expended by a system In performmg its role. An example for the school s

changes in students {knowledge). .

4 Negative enrropy—lefbrs to the reduction of energy to a point at which no energy exists. Negative
entropy exists when a system wnfmually obtains new energy from the environment, thereby )’nsurlng
a continued existence. Continued fundlng and a continued souroe of clientele are examples of; nega-
tive entropy for the school. B .

5 Feedback —informgtion that a system receives from the enwronmeﬁt that helps 1t perforfn its
X plirpuse more effectively E xamples of feedback for the school are analy5|s of the academc perform-
ance of a school's graduate’s and feedback from influential peo e In the.community

6 Homeostasis—the steady state attamed by systems, by uo tinually regulating iInputs and internal
s system happenings. Homeostass requires balancing demands from various groups for school change.

7. Structurdl differentiation—As a result of continually obtammg new energy from the environs
ment, the structure of a sy stem tends to become more complex For examplegas schools serve wl(!er
areas with a diversity of student needs and characteristics, the structure of a school ‘tends to become ,
moré complex and specialized C ) / |

« L4 »

. &

Katz, F. G “The School as a Complex Soaal Organlzatlon Harvard Educational Review

34 (1964): 42855, : . ] .
CONCEPTS - Teacher .autonomy Lo {;‘ |
A SUMMARY Prévisions for autonomy exist in most organlzatlons particularly schools. Th '\)/}*;._
- P
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are two ways of viewing organizations that have implications for autonomy..The most common way
stresses the organization as a collection of individuals in pursuit of central goais, a second stresses
the diversity of individual needs and problems in an organization. This second approach is more appro
priate for schools because there are many different types of teachers and students, and teachers must
have autonomy to deal with individual dlfferenﬁ;es. Autonomy is defined as behavior not controlled by |
someone else, thus, separate subparts in an organization have some autonomy from each other and
from the organization as a whole.  ~ ) .

Autonomy of teachers has two bases—teacher specialization and the reiationships that teachers
develop within and outside the organization. The first basis reflects the autonomy that teachers need
to meet individual student problems with their specialized knowledge. This basis of autonomy often
conflicts with an administrative emphasis on strict control to insure uniform, calculable performance.

The secand basis refers to relationships that teachers have with other people and groups within
and outside the school. The more relationships the teacher has, the more autonomous the teacher
generally 1s. Thus, teachers gain autonomy vis-3-vis the admunistr ation by actively participating in pro-
fesstonal organizations. Such participation ylelds security and a source of power independent of the
administration The result Is an unofficial license developed within a legitimate mode-of organization.
Autonomy gained in this manner often leads to conflicting loyalties because of responsibilities of in-
volvement with both the administration and external organizations. The teacher can alsc develop au-
tonomy by displaying strong commitment to the administration. !

Characteristics of students also introduce autonomy provisions. T he school exists in relation to
family, peer groups, and occupational groups, and must have some autonomy from these agencies
while simultaneously working with them B&cause the student is a minor, legal provisions exist to
guarantee student autonomy [for example, the recent Supreme Court decision asserting rights of sus-
pended students). Students also develop autonomy via subcultures, the goals of which often conflict
with basic school goals. l

kerr, N.D. “The School Board as an Agency of Legitimation.” in S.D. Sieber and D.E.
Wilder, eds., The School in Society: Studies in the Sociology of Educqtion. New
Yark: Free Press, 1973, %p. 380-400. .

.

CONCEPTS: Role of schodl board

SUMMARY  There are three main forees.shaping scbopl board members® attitudes and per-
formance school board politics, sociahization and pressures for conformity, and community pres-
sures. ’

Schoo! Board Politics. School board members do not represent visible constituencies that sup-
part their election and monitor therr performance. As a result, there are few issuesinvolved in schoot
board slections. Thus, new members are allowed freedom to adjust to the expectations of administra-
tors and senior board members. Constutuencnes do not exist because members are uniformly upper
class and do not represent issues dsfferentaally important to the various socnal classes. Similarly, the
wide variety of parental interest blocks the emergence of clear issues regarding the school program.

New members are unfamiliar with school board activities and the school program. Regarding
board activities, candidates do not reah;e the importance of behind-the-scenes decistons. Regarding
the program, candidates d:splay ugnorance of programs already in operation and focus their atten-
tion on such noneducational i1ssues as umprovmg bus transportation and setting up citizen advisory
groups. .

Socslizstion and Prassures for Conformity. New members are carefuily oriented to their new
rojes. The Supxnntendent often invites new board members to an orientation in the supe,nntendent ]
office before the first meeting. The member is glven a great deal of information and told to direct
problems to the superintendent Senior board members make clear their expectations that the new
member will be a learner and not a spokesperson. Condescension, paternalidém, chiding. and humilia-
tion occur often. Each new member is placed on a different commuttee tq insure proper socialization.
The ignorance pf new members is used by older members to minimize their contributions Above all,

» . ¢
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new members are taught that educational matters are the S(J\Ié\provmce of the superintendent and
staff. Thus, most members’ time 1s spend on financial matters and other noneducational 1ssues
Community Pressures. Many of the complex 1ssues faced by the bodrd are incompletely under-
stood by the pubiic. Public concern over such Issues as whether one- 0 two-story school burldings
were better and whether home economics should be taught {even thoug/ the state required it) made
board members increasingly cynical about the value of representing Ahe public Member alienation
from the public often results from the members’' greater underst ding of the needs of the system
combined with the community's unwiliingness to grant them sugérior knowledge, As a result, board
members often conceal their activities from the public and presegit an appearance of unanimity
ABSTRACTOR'S NOTE. As a resuit of these factors/school boards serve more to legitrmize
pohcnesﬁof the school system to the community than to reprgSent various segments of the community

Loctie, D. “The Balance of Control and Autofomy in Elementary Schoot Teaching.”
In A. Etzi.oni, ed., The Semi-Professions afd Their Organization: Teachers, Nurses,
Social Workers. New York: Free Press, 1 69, pp. 1-53,

$ CONCEPTS School organization, teacher aytonomy, teaching profession
SUMMARY. The unique position of the/lementary school teacher is related to the relatively
low lavel of professionahization and the high Jével of classroom autonomy Reasons for the low level
of pfofessionahzau‘on include.

’
7. A history of lay control led to fittle impbrtance attached to teaching, and to teachers defined /
more as employees than as professionals WDy have teachers not struggled to attain more compléte

2 There 1s hittie concerp for clearly eétablishing criferia for membership in.the profession For
sxample, are pringipals to be includ

3. .Limited prestige a

4, The feminization of the occupation historically meant low presuge'and.mcome because female
teachers ty pically had a lower level of commitment and females were generally considered second
class in the professians X
§. .They lack a.favored position in tha market. Teachers cannot assert themselves without serious
economic risk . - ;

6. Teacher knowledge and skills are not recognized as vital to individual and social welfare, or as
technical and specialized in nature.

7 States are willing to bypass licensing procedures for teachers, but not for dogtors.

q are also functions of historical trends.

a

-

8. Self-governance among ‘teachers is mimmal p : < -
9. The period of training to learn technical and,moral practices is minimat compared to doctors,

1
10. The training offered to teachers istli-understood and limited in usefulness

The high ievel of cigssroom autonomy s due In large part to certain characteristics that differenti-
ate the school from other organizagions ’

1* The school is a less well-developed organization. : «

a. Boards of education do not have many significant powers

b. Few offices with power exist besides that of superintendent. "

¢ Little agresment exists 9n which goals are most important and how to measuréthem.

d. School systems do not have a detatled outline of policy (this point reinforges Bidwell's
notigiof structural loosenaess, » . R
Schools have certain gharacteristics that lessen the range and depth of administrative control,
f. Schools have few avenues for promotion, thatfs, few formal ranks exist between teacher and

principal. This feature further reduces control over teachers because they cannot be rewarded
with a promotion. <
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~ g. Anqcatron decisions over budget, personnel and students occurartrequently as compared to

other orgamzattons which make such-decnsrons frequent|y to adapt to changlrﬂneeds
2 4t 15 more difficulf to Separate teacher,V‘tasks than, for example, the tasks mvolved in the

' . production ofan autombblle wthh also n}fakes control more drfhcult % -
» 3. Littte agreerf\ent exists on the best ways of teaching, thus, super1ors cannot use specralrzed * ”
knowledge to control teachers but must rely on their position of aithority.” DN *
. 4. Because there 1S littie agreement on teachipg techrque, schools are less rule oriented than other
- oig;mzatrons s e - > . .

Because the school has a weak control structure, the board is nqt able to control closely what *
gogs.dn*in the classroom, and, as 3 regult, teachers have a high level of classroom autonomy The
ard_g.lack of cgntroi over the cIassroom alsp means that boards have Tess cgntrol over demands by
~ex;er.nal agents such s pressure groups, ~and they are less able to, resrst’ the natronahzmg trends in
. American educitlon {mentioned by ‘Wayland) L b, . .. Rk

~ The rewarq structure of. the school orgamzatron also has |mphca3»ons for;lassroom autonomy, *

B Rewards are grlmaruy intrinsic, thats, related to personal‘satisfactions derived'from knclass teaching,

* r’athar‘than extyinsic {monetary). Because all teachers receive the same monetary rawards for a given *
tevel of experience and training, teachers who work fore ditigently do not necessarily recelye greater ‘
monetary rewards. Thus, teachers str.ve to maximize their intrinsic, classroom—generated rewards and

* become more student orrehkeq leds admmrstratlon oriénted. As a result, teachers become indifferent
to the ympact -of organizational affairs on therr rslatlonshrps with the administration and colleagues,

. pt'owded that their classroom autonomw is not vi ted Teachers do resist manipulation of extr|nsrc

“ monetary rewards that wopjd reduce this classroom autonomy (for example, mefit pay and dvf

e ferentiated ;taffmg} b, ¢ ‘ v " S

ABSTRACTOR'S NOTE. Autonomy is arelatlve term, absolute autonomy would not be desira- *
blé. Autonomy ts not synonymous with power, the ability tgdmpose one’s will on another, which

- 'qaacherscdo not possess: Autonomy, Is. not »Qynonymous with auiherlty, legitimized power, which

‘teachers also lack Autonomy and contr‘ol are independent d|men5|ons not opposite ends of one'

. cofitingum. *” .. s o . -
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. Perrow, C. "Why Bureaucracy?” Ih Complex Organizat/ons A Cr/t/cal Essgy- Glenview; N
. 113 Scmt Foresman, 1972, Pp- 1-60. LRI
CONCEPTS Bureaucracy,complex organlzatron * ‘\,‘. 0 \ .

SUMMARY . Basically an organization. (a) should be condut:ted ow @ continual basis; th) hasa .
hierarchy of dffices, each-office under control of a h|ghe? one, {e) cdntalns people doing ‘spetific*
.+ jobs for which they are trained, (d) should cYaarly define each pérson’ $ role, responsmllltles and
power, and (e} shoyid have written rules to goverg performance‘of duties. * -
.. * Conaerning rewards ndividuals should  {a) receive fixed salaries, graded by rank (3] hort own ths.
means of production,’ {c) separate their private affarrs and property from that of the organuzatron?
*(d) gecount for their wse of prganizatiapal property, and (e} make their offlce/posrtlon their pr|mary
. ] occypation. s .
M The indwiduals themselves {a) Serye voluntarily and are appointed, Lb)dhelr servrce.constltutesa :
career, with promotrons accordmg to seniority or gchievement, (c) they.owe allegiance tq:the posmon .
that somebne, occupies, not to the lndnvrduat frllmg that position, (d) they are subjett to authorlty-u.

- only with respect to thesr pfficial oblrgatrons, and (e) théy have t?\e r|ght to appeal dechrons and to -
state their grieva nces . ’ v e . X
G 'benplete bureaut:racy, is never reakized because - e T~
{ .
1 'Uananted extraorganlzatnonal influéntes on th¥ behavior of members caan? be elnmlnated * U
) “*
"2 An o;gaﬁ\zatlon gannot adequately adapt‘io.demands for r,apnd changen! oLt ‘.‘ ‘
., 3 People are only average a |ﬁte,lhgence ett’:‘ . . , - v ! o }
Lot Common criticisms Q}Lbureaucracy are it rs mfléxlble inefficient, and |t stHIes‘the spontanalty, / :
Q . . - . 6T NT e N T
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freedom, and self-realization.of employees On the other hand, "bureaucracy 15 a form of organlzatlon
superlor to all.other (forms-ef organlzatlon) we know of Lan hope to afford in the near and middle

. future E\xamples of beriefscial featuxes of bureaucratlé charactenstlcsare .2 ¢
. /

¢ 1 Greater effectlveness results from uslng unwersallstlc prucedures where everyane gets the same
treatment, lnstead of Dartlcularlstlc procedures where friends’and relatives get special treatment.

‘ 2 Tenure rewards Oeople for: gomg_through along per;,od of formal training

L

3. Separating organizational and private offairs results in less approfrniation of Grgamizational
property for private use. and-higher overatl effectiveness -

4, Rules are needed when comple)(lty ingreases so that an: orgaﬂlzatlon <an operate effectively.
. Rules stem from past adjustments and help-stabilize the present and future Rules aré often made the
scapegoats for underlymg problems, such as the premises on Wthh an orgamzatlon operates. .

5. A hierarchy Bssists in reducing confusion because people k now whom tu corsult apout a problem
It alse results in  Proper transmission of knowledge and commands, . v - *

The problem does not lie n ‘any ﬁngle component of bureaucracy It lles;n who contrblsthe lm‘:\’
< . mense powes that a bureaucracy generates and for what purposes or goals this power 15 applled T,

K ABSTRACTOR ‘S. NOTE Perrow’s chapter I1s a “lucid analysis of the basic charactenistics of bur-
eaucratlc organizations "Perrow stresses the posltwe aspects of bureaucracies He suggests that ratber
than examining the organlzatlonal characteristics, we Iook at both who wntrdls organizations and‘
what goals are followed to get at the source of many pYoblems ascribed-1o the bureaucracy ¢

- » )
: Sloberg, G., R. Brymer, and B. Farrls. “Burcaucracy and the Lower Class ”Soc1o/ogy and
Socla/ Research 50.(1966): 325-37. .
“ X
CONCEPTS Bureaucracy, lower class
SUMMARY. Two main vharacteristics of the relatlonshlp betweerr bureaucracies and lower class
clients serye to reinforce the culture of poverty First, service organizations generally cannot and do
- not meet the needs of Iower-crass cllents Second, lower class clients are inadequately, prepared to cope
. with service organizations 7
Features of service organrzatlons that preclude efficient and effectwe service for [gwer<lass ch- .

'enlsare : v . . . *
. .

1 Staffing arrangements resuit in reduced quslity of seerCe {fur example. the high pr‘o‘portlon of.
fjrst-year teachers). ”

i ¥

- .

2, Personnel prefer worklng with chents who make it easier to achieve messurable goals. that s,
middle-class clients ‘- s .

3 Chents are more often blamed for popr service than the organizatiun 1s For example, lO tests @
which stress mlddle{lass alues are used to characterlze fower class students as less lntelllgent the
students are held respon5|ble rather than the organization. .

4 The emphasls given to rules and standards often re§ults ln inadequate attention to the multiple
and varied needs of lower-class chients. . Y - . .

~5 Staff inembers are inadequately socialized into the waqrld wew of lower-class clignts o
+ 6 Emphasis on stabibty and tontrof often stifles giievances of lowerclass cﬁéﬁ}s

Lower-class clients have difficulty coping with service organlzaflons because .

’

1 They lack knowledge about therules of the game. that s, h0w to manlpulate bureaucracjes to
« their’ advantage

- . . A
. -

2 Therr contacts with the orgaryzation are confined to the lower echelons staf members at this
tevel are the maost constralned by ruics and standards. ~ "

. 3 - They are'less able to debt with people on an lmpersonal basis. ,

how servrce‘orgamzatlonSWOrk against loweg-class clients ,
Ay

) 97 . )

© '

.

ABSTRACTO&S NOTE. Compare thls article to .Becker’s 1952 arthIe vyhlch.also illustrates - ’

[MC o oo o0 ’,
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Smlth L.M., and PM. Keith. Anatomy of Educational Innovation. An_Organizational
Ana/yS/s ofan Elementary School. New York Witey, 1971. .

: CONCEPTS Change approachesnnovation
SUMMARY The developefs of a new school emphasizing individualized instruction, tried to
mest three developmental challenges in setting up the school They tried to select a social base, that
15, they exammed the community environment to discover Its resources and power structure. They
* tried to develop a homogeneous staff via selective recruiting and sharirng of experiences They tried to
+ formalize procedures, that 1S, routine supervision and reliance on rules,
- A number of problems developed

.

. [
1 The conservative commuriity exerted pressuse that reSulted in adrmunistratve change in the central
oane WhICh 11 turn resulted in the ioss of an thnovative principal,

™
2" The carefully outlined program led toa covenng up of internal problems, such as ‘statf-conflict.

-3 Estabhshmg'the 1nnovative school led to a great demand on Iesources {time, ene(gy, personnel,
and ‘materials}, which also led to staff conflict A

Q
4 The schoo! was new and had tQ develop a tradition and an %propnate set of norms to help gutde
behavior | A

5 Selection of mexpenenced teachers resulted in a fimited poorpf teachmg skills, inabitity to handle
» children, and urimaginative teachlng

6, The fact that teachers had to deveiop a’ cusriculum matenals led to time problems for the staff. AN

7 Because the school was new, many emergent problems had to be dealt with, Meeting these prob-
lems often tesulted in havmg to deal with still more problems that were not anticipated in f\eetmg
t}\e first set of pr&blems

»,
8 The so called advantages of the physical plant were not always reahzed or e’xampl moveable
pamtnons weren’t very moveable, the openness of the building led to privacy problems for the staff,

9 Coordination problems developed, particularly within and among the Yeams of teachers

10 Teachers Working un specialized areas heightened the coordination problems. v )
1 The plan for an “‘upside-down authority stycture,” that is, making studests the ultimate
. .

“Yuthority, didh’t wotk out , .
] v .
12 The developers tried to 'change too many things in too short a time period.

One major reSuIt was massive uncertainty Teachers were not sure what roles to fill or how tp
fill them, they were unsure of the authority structure, and they wy unsure of how to deal v{wth staff
confhct and how to cope when things did not go as pltanned

Two general ways to change an organization are the revofut:onlry approach, whith stresses'

\ thanging many different parts of the organization as rapidly as possible and s characterized by high
nsk and potentially great rewards. and the graduallst approach, which stresses the changing of only‘
3 few segrhents of the organization at a time These two approaches can be compared

Revolutionary - ' Gradualist . ‘ . N

. .

emphasis on total policy 2 emphasns on development of subunits
/

changes imited to a specified time period 3 changes aligwed to stretch beyond a - -2
. . . . specmed time period  +} ‘.— - .
focus on one main avenue for change

T ; large scale change ' 1, change bquep dp into smalj steps- :

W N

.

4 allowance for multiple paths to change “\

- 'v

no allowance for acé’eleratedachange 5. _allowance for accelerated.change i

Iittle provision for “locking in’‘ change "6, .tmaxnmal provision for locklng in"* change
7

Jittle CuShIOnlﬂg provisions for special

~N o o

it . .
b many cushioning p(owssons for special !
s H

problems.. ) A problems.. NEUN L

. S - R

’ N : 7 ,\ N A )';’ }J

2 1 v v i . [
ERIC . ST S
, . .09, T Sl

4
. . . . / ) sybl ) .

A

s




. -

The probiem with the revoluuonaﬁ approach 1s that, because én Orgénrzatron has many interre
lated parts, the revoiutionary approach, with fs emphasis on rapid iarge-sale change, produces several
undesirable and unanticipated fesults and vequires lgrge amounts of reSOqueS It also results in the

4 probIem of uncertainty memroned abtve The gradqahsr approach sclves many of these
»

. N . N -
»

Wayland S. "Structural Features of Amerrtan Educatron as Bas
In M. Miles, ed., Innovations in Education. New York: Teachers College Press, 1964,
pp. 587-61 3. ‘

I

I3

', o

N CONCEPTS Innovation. nationalizationt. . ‘ .
- Y
SUMMARY  There i1s evidence of a national system of educatfon in America which has implica

tions for innovatipn The evrdence 1383 follows
*

.1. Nationai recrurtment of teachers that is, teechers trained in one >tate can often teach in others.

. 2. The successful movement of students from school te school, , &
' 3. The national market for lnstructronal matenals, v Lo
' .4, The national examination system, sach as the Natronal Mernt Schobersmp Program. . . e

Additionally, there are certain structures supporting a national system fanciilary Structures). na
tional organizations for teachers and administrators, the lack of a direct formal relatron i between
teacher training institutions and schodls, and accreditation associations : I 3

This natlonal sysfem retards educational mnOvatlon by imposing standards that Iocial education

. authorities do not wish .to vioiate [t aiso reduces attentron to the needs ‘of the local school system
When jnnovations are proposed too much attention 1s focused on the.aﬂrlbutes of the'mnovauon and
: . to ller on the structures of educauonal systems and individual schools Mofe attention should be

R A

grven to the role qf the anciltary strictures doted above ghd their impact on wnovation.

© ABSTRAGTOR' S NOTE. In soite of IYE pobular notipn of local, jay control, the author |llus
trates that there 15 3 natlonal system of education and that this system works against educational
mr\ovatron.‘Cor)trast this piece.with the Clark &rticle which illustrates how innovation occuS in spite
of this national system . , S R

. - .
- .

l

» . . » 3, 1 .t ~ - o

Mift, FM., and M.W. Krrst “The Local Conversion Process. Boards and Subsystems-
Lo » . In Fhe Pol/t/cal Web of American Schools. Boston _Little, Brown, 1972, pp, 78-95.
v .o ’ s
CONCEPTS Power of school board and superintendent, role of commumty, school board, and

" superintendent 5 . ' .
SUMMARY Both school boards and schocl professionals, superintendentsy have influence o'n
local eduqatlon'él policy. Sghool board members generally are business people or professionals, male, e

wealthy, about 45-55 years,0id, Repubﬂcan, and:long tgrm community residents About half the mem
bers serve for “'self-oriented’’ reasofs. and half have “community onented”’ motive§ Conflict-between
board and commuruty often results, because board members, being of hrgh socioeconomic Status, are
more iberal in terms of expenditures and academrc polrcnes than tHe lower status community atfarge

School board members generally do no%-play a decloive rule m edqcauonal decision making because
LN A
1. They hoid demandlng;ob,s whrch Irmn the amount of time they can spend on school matters 5

\ 2 They do not use perfdrmance criteria and objective data to ev%luate their supenn}}ehdents,and
s¢hools. . v E

-3 They do not run on a specnfrc platfgrm and thus do not have a@ecmc mandate frdm the com  ~
mumty to act |n a paftlcular way . . >

At preSem boards serve primanly toc mediate among various, sources Qf pressure anh leave lm,
nortant ‘policy issues to the Drofewogal staff, "and even in medratmg they may do'lm\‘e . As dresult,
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""they ‘fegitimate pfoposals of the Dr$f955|oﬁal staff, making unly marginal changes, rather than repre-
senting Citizens  In fact bgards ¢ often spend 80 percent of their time on managerial details and fail
to deal.with policy issues , \ .‘ ¢ - .
The supdrntvndom has a \.on5|de|abm amoupt ot poer b@cause whe job includes ‘control of the
agenda for board meenngs determmatnon of schuol system urgéruzanon definition of a+ternat|ves for,
the board, research productron specific polu,y recommerrdations, hnrmg ‘assignment, promonon and
dﬁtermmax»on of Kenure and cdntrul uf a 509cuahzed staff *The )Ob is a8 full ime one which reeresa»
specral& in the freld’ . . . :
~Pernaps most of the superintendent's power devekpps “from coanol of information. However, ‘
serving at the Dleawre of the ‘bu:frd. a superintendent can be feplaued if, conficts develop or 1f*a new
board 15 elected Yo : -t T .
I*EH sturibaily, theé community Tias not displayed much m;erest in the management of the-schools
. Research indicales that aitizens know very hittie about the sybstance of educanon or major policy is-
., sues Most pften, the pubhc 15 concerned only? with minor detads or emotional Issues, such as dress '
S codes. du:uplme and sex education Thus, the school bdard will spend much of 1ts time on suth Is-
sueé S:mnla?jy, community Jeaders express httle interest in basic educational i1ssues
Commurity cuntrol énd decentralization reptgsent more recent community efforts to reduce
boer and wuerlr»tendent powers and muease the ommunity's power Community control would
uea\e several lu,x‘al educatron agencies uut uf une central systermn and thereby result In several new
W Lommunity based setool buards of local members Decentralization would occur within the existing
sgministration and under the single, central sthool board In effect, field administrators would gain
power from central admunisttaturs Both community cuntral and decentralization involve several value
conflicts, particularly between demcocratic controt and profesﬂr\al autonomy Also, community
. Involvement wuuld, presumatly make pertiipalion in the schuuls more meaningful apd personal At o
 would increase the control that cvmmumty members degsire over their lives” Theré-us some d»spuxe
over whether community Involvement would increase or. deuease :egreganon 1A addition, probiems
gxist in the definition of distrsct boundaries and personnel selection procedures
“ N
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T ' . Appendix B -

L Suggés’ieq Film List -

David and Liss - ) -
. <" Caine Mitiny '
o A Thousand Clowns ' Tt _
Casablanca > T .. Coe
Kes . : . . T
Twelve Angry Men N
Stalag 17 - Ly, <0 o
. Adam'sRib. . ° , _—
. Guilty by Reason of Race oo ‘ .
Blackboard Jungle s
The Pawnbroker ) . ?
, ’ Mr. Smith Goes to Washington
/‘ How the West Was Won, Lost, and Why Man Creates
: “ . High School - , .
Children Withoyt »
.o *One Flew Over the Cuckoo’s Nest :
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‘11, Organizational Behavior y . , . ) <
A. General .- e Co )
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I Social Systems.Theory ™, L
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\
Hall, R.H, "|ntrbduqt|on"'ln Orga/yauons

Prennce]—lau 1972, pp. 8-38. See

Structu;a énd Prockss. Englewood” Cliffs, N.J..
echally the sestion on perspectnves pp.. 14-34,

Katz, D., and Kahn, RL. "Organlzatlons and the System Concept.” In ‘M 'Brinkerhoff ard P.

, K,un:z Complex , Organizations “and Their Envlronments Dubuque, lowa. Witliam C,
. . Brawn, 1972, pp. 33-47 . _— . -
B. Apphed to Edueation - - R \ - R

Y f

Gosjm D.A. "The School as'a Social System “In ]'ha School in Contemp&?.:rySoc:ety Chncago
Scott, Foresman, 1965, pp. 1941, .o

Griffiths, D.E. “"System Theory and Schoot Dnstucts Y in PC Sexton ed. Raadmgs on the

© " Schoolin Sotisty. Englewodd Cliffs, N.J.. Prentice-Hall, 1962, pp. 175- 87.
Herriott, R .E., and Hodgkins, B.J. "American:Pablic Edugatign as an Open Sociocultural Sys-
« tem.”” In‘The Environment of Schooliig: Formal Education.as an Open Socisl System.

'Englewood'Cllffs N.J.. Prentice-Halt, 1973, pp. 67- 104 espec pp. 67.96.*

"Waller, W, T'he School as a Social Organism.” In SD. Sveber ::50{’9 eds. The School in
Society:’ Studw: nthe Soplology of Educatlon N Y.: TheFr (éss

v, S ‘

) . « B . Y *

Bidwell, C"'The School as a Formal Organization.” in J.G. March ed. The Handbook 'of Or-
ganizdtipns. Chieago. Rand McNally, 1965, pp. 9721022 * .

Bfau, P.M., and Meyer, MW, Burnucm:y in Modern -Soc)etym 2nd ed New York Random.
House, 1971,

Drabek, T.E., and Haas, J.E. Uhdarstanéhng Complex Orgamzat:ons Dubugue, lowa wWm, C.
Brown, 1974 v

,Hail, R.H. “Tyges of Orgamzanons “in Orgamzatlons. Structure and Process. Englewood Chffs,

N.J.:

Prentice-Hail, 1972, pp 39-78 -Seé especiatly ppr 42-60.

Perrow C. "Why Bureaucracy?" In Complex Organizations:

A Critioal Egsay. Glenwew H

\\:

L]

v

B,

Scott, Foresman 1972, pp. 1-60.*
Individuals in Organizations

’

.

-

o

Argyr}‘s, €. "Indwvidual Actuahization in-Complex Orgamzanons." In F,D. Carver and T.J. Sergio

a

vanni, Organizations ond Human Bahavior:

Focus on Schools. N.Y, McGraw Hill, 1969,

< * pp. 189-90. :

H

"Cole SThe Unmmzat:on-ef Teachars. New Y-ork Praeger 1969 * . .

.C rwm 'F!‘G ‘Professional Persons in PUb|lC Organizations ' In Carver and Sergnovannl 1969,
- qp &it., pp. 212:27.

* Go?quan E. “The Characteristics of Total Institutions.” In A, Etzioni, ed. The Saml Profes-

ions and Their Organizstion: , Tuchars, Nurses, Social Workers. New York, The Free Press,

e

N « f . 1969, pp. 31‘238 . MU
N Meston, B.K, "Bureaucra'.l- C".gétgre and Perso'\amy *Ip Etzioni, 1969 op. cnt pp, 47- 58
" . - M- L) ~ v
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C. Organizational Problems

1

Barnard, C | "Functions and Pathology of Status Systems in' Formal Organizations.”” In Carver,

' and Sergiovanni, 1969,0p cit, pp 51-62 ‘

Bell, G.D. “Formality Versus Flexibihity in Complex Organizations * In Carver and Sergiovanni,
1969, op. cit., pp. 71-81 \

Corwin, R.G. "'Patterns of Organizational Conflict * In K, Azum) and J. Hage, eds Organiza-
tional Systems. A Text-Reader in the Sociology of Orgamzations. Lexington, Mass D.C. \ N
Heat,p, 1972, pp. 397-411

Litwak, E. "Models of Bureaucracy Which Permit Conflict ' In Carver and Sergiovanni, 1969, op.

* ait., pp 82 90 4

Thompson, V.A. ""Hierarchy, Specialization, dnd Organizational Conflict "' In Carver and Sergio-

«vanni, 1969, op. cit., pp. 18-41 *

3
.

1. Thé Schoot as’a Complex Organization
A, General L

Caorwin, R G. Reform and Organizational Survival. he Teacher Corps as an Instrument of
Educational Change New York Wiley-Interscieffce, 1973

Corwin, R.G. "The School as an Organization ' I Sieber and Wilder, 1973, op, cn.,a 164-
87" ~

Corwin, R G. "Modeis of Educationai Organizations\” In F.N, Kerlinger and J.B. Carroll, eds.
Review of Research n Education, Vol 2, 1tasdh, \l F.T.Peacock, 1974, pp. 247-?5,

Katz, F.G. "The School as a Complex Social Organidgtion.” Harvard Educational Review 34
(1964) 42855 * ~ :

. B._Consequences of'Organization .

-

\ .
Abbott, M.G. "Hierarchical Impediments to Innovatic
and-Sergiovanni, 1969, 0p, cit , pp 42-50
. Boyan, N.J. "The Emergent Roie of th in the Authority Structure of the School " ln
,Carver and Sergrovanm 1969 opfcit, pp 200-211
Cncourel AV, and Knsuse J.l. "' Thé School as a Mechanism of Social D,fferemlatlon " In Sieber
and Wilder, 1973, op. cit, ppJ219-29, v N
Coleman, J,S “'Tha.Adolescent
“1973, op cit., pp 265-74
Dreeben, R. “The ContribuMon of Schooling to the Learning of Social Norms.” In Sieber and  ~
Wilder, 1973, 0p cit,, bp 62-77
Goodlad J.l., Klein, M. F and Assoclates Behmd the Chassroomm Door Worthmgxon Ohno
Charles A Jones, 1970, ’ "
Gross, N., Giaguinta, J., anﬁ Bernsxem M. Implementing Orgamzat/ona/ lnaovanons New York
Basic Books, 197\1‘ .
Jackson, P, ' Orgamzatlohﬁ(Constralnts in the Ciassroom."” In Sieber and Wllder 1973 op. cit.,

in EdGeational Organizations.” In Carver

bculture and Academlc Achievernent ** I Sieber and erder

>

pp. 212-18. ‘ ‘
McDill, E.L., F{lgsby. L and Meyers, E.D., Jr. Educauonal Climates of High Schools . Their
"% Effects and Sources "’ in Sieber and Wilder, 1973, op. cit., pp. 112.33 .
Moeller, G.H., and Charters, W.W. "Relation of Bureaucratization to Sense of Power among
Teachers “<In Carver and Se\rgro\annr ~1969, op. cit., p 235-48 -
Moeiler, G.14. "'Bureaucracy and Teachers’ Sense of Power In§yeber and Wilder, 1873, op. éit., .
po 119:211 ~- i
Smith, LM, and_Kenh, P M, Anatomy of Educational Innovation. An Organizationsl Analysis
sof An Elémentary School, New York Wiley, 1971 * .. . - -
C. Teaching as an Occupation . - - '

Becker, H. "Social Class Variations in the Teacher Pupil Relanonshrp Journal of Educgnonal
4 Soc:ology 25°(1952] 451-65°*

Becker H. 'The Teacher®in the ‘Authornity System of the Public School " Journalof[:'ducanonal

Soc:ology 27 (1953) 128-41.
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Brenton, M. ""Teachers' Organizations The New Militancy ” In L.M, Useem and E.L. Useem,
eds The Education Establishment. Englewood Chifs, N J. Prentice-Hall, 1974, pp 60-68

Corwin, R.G. "The New Teaching Profession ' In K. Ryan, ed Teacher Educayon. 74th Year-
book of the National Society for the Study of Education, Part 11 Chicago  Unversity of
Chicago Press, 1975, pp 230-64 *

Gracey, H.L. Curriculum or Craftsmanship E/ementarysSchoo/ Teachers 1n a Bureaucratic Sys-
tem Chicago University of Chicago Press, 1972

Lortie, D. “'The Balance of Contrgl and Autonomy @ Elementary School Teaching,” In A,
Etzioni, ed ,op ait,pp. 1-53.*

Lortie, D "The Partial Professionahzation of Elementary Teaching” In Sieber and Wilder,
1973, "oR &1t . PP 315-25
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